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ABSTRACT 
TODD JACK WEBER 
Performance oriented cross-cultural management research:  Examining the impact of 
national culture on the practice-performance relationship 
(Under the direction of James W. Dean, Jr.) 
 
 
An extensive amount of research examines the relationship between management 
practices and performance (performance-oriented literature) as well as that between 
national culture and management practices (cross-cultural literature).  However, few 
studies attempt to draw from each of these literatures by examining the influence of 
national culture on the practice-performance relationship.  I develop a performance 
oriented cross-cultural framework and illustrate the potential of this framework by 
generating a number of hypotheses using three management practices:  Transformational 
leadership, contingent compensation, and goal setting.  I describe the methodological 
approach I use to test these hypotheses, including how data was collected from a large 
multinational corporation in the hospitality industry and a description of the sample and 
measures that were used.  I then provide the results of the data analysis, and discuss the 
implications of these results.  
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CHAPTER 1 
INTRODUCTION AND THEORETICAL CONTRIBUTION 
 
The search for management practices that increase work motivation and organizational 
performance is an enduring theme in organizational research (Pinder, 1998).  Substantial 
research has gone into identifying management practices that empirically relate to organizational 
performance, particularly for practices that strive to influence performance through increasing 
motivation.  Examples of these motivationally focused management practices include contingent 
compensation (Jenkins, Mitra, Gupta, & Shaw, 1998; Rynes & Gerhart, 2000), goal setting 
(Mento, Steele, & Karren, 1987), and transformational leadership (Yammarino, Spangler, & 
Bass, 1993), high performance work systems (Becker & Huselid, 1998; Huselid, 1995), and high 
involvement work processes (Vandenberg, Richardson, & Eastman, 1999).  Such practices 
highlight the vital role motivated employees have in shaping organizational performance.   
Performance Oriented Management Literature 
Within the extensive literature examining management practices is a subset focusing on 
practices that are explicitly expected to influence performance.  This performance oriented 
research and theory investigates the relationship between management practices and 
performance, in contrast to theory and research that does not directly examine performance.  
Examples of performance oriented management research can be seen in research on personnel 
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selection (Hough & Oswald, 2000), gainsharing (Welbourne & Gomez-Mejia, 1995), high 
involvement management (Lawler, Mohrman, & Ledford, 1995; Vandenberg et al., 1999), high 
performing work systems (Becker et al., 1998), transformational leadership (Yammarino et al., 
1993), and leader-member exchange (Gerstner & Day, 1997). 
Unfortunately, most research on the relationship between management practices and 
performance has been conducted in the context of a single country (often the U.S.), leaving its 
ability to be generalized internationally in question (Rosenzweig, 1994).  Despite several notable 
exceptions to this trend (e.g. Newman & Nollen, 1996; Robert, Probst, Martocchio, Drasgow, & 
Lawler, 2000), much of the performance oriented management literature fails to directly address 
how national culture influences the effectiveness of management practices.  This limits our 
ability to rely on existing research across cultures. 
The questionable generalizability of the performance oriented management literature is 
amplified by the globalization of business and the need to better understand how differences 
around the world influence the effectiveness of various management practices.  Research on 
multinational corporations (MNC) offer one example of the challenges presented by these 
differences.  Research on the performance of multinational corporations  reviewed by 
Ramaswamy (1992) resulted in a number of contradictory results. The fact that companies 
operating in several countries could not clearly be shown to perform better than companies that 
operate in a single country suggests that, at least to some degree, MNCs struggle to manage the 
complex differences that exist among countries.  Research that examines the influence of various 
country-level phenomena on the effectiveness of specific management practices could help one 
to better understand the wide range of results that MNCs have experienced.  Several country-
level factors exist that could have an impact on the relationship between practice and 
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performance, including the institutional context, legal system, national culture, and political risk.  
This study examines the way one set of these country-level variables (national culture) 
influences the practice-performance relationship. 
Globalization—including international joint ventures, direct foreign investment, and 
mergers and acquisitions—is increasing the likelihood that individuals, groups, and organizations 
interact across cultures.  Many assumptions about the effectiveness of management practices 
developed within one culture are of little use in such settings.  For example, are European 
methods applicable in China?  Can practices be exported from Asia to Argentina?  This was not 
a substantial issue before widespread globalization occurred, as organizations seldom 
transcended national cultures and simply used practices they had developed within their own 
culture.  As globalization continues, however, it is likely that any set of practices may be foreign 
to some organization members.   
A key implication of these trends for management research is that people interacting in 
organizational settings are increasingly likely to have different cultural backgrounds.  
Multinational corporations also experience an ongoing tension between the desire for 
consistency throughout the organization and the need to adapt management practices to local 
conditions.  While certain practices may be preferable in a given culture, the desire for internal 
consistency may lead to a single set of practices being used everywhere.  For example, some 
companies with overseas operations continue to use management practices from their home 
countries instead of adopting the practices used in the host country (Pennings, 1993).  As 
business continues to expand around the globe, the use of practices foreign to a specific culture is 
increasingly likely.  There is a real need for a way to think about how well management practices 
will generalize to these different situations.   
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Cross-Cultural Management Literature 
An extensive literature examining how national culture influences management practices 
has contributed to our understanding of the applicability of various management practices in 
different cultural contexts.  Interest in cross-cultural research and the international relevance of 
management theory has increased dramatically during the last two decades (see Bond & Smith, 
1996; Cooper & Denner, 1998; Earley & Gibson, 1998; Inkpen & Beamish, 1994; Kagitcibasi & 
Poortinga, 2000; Oyserman, Coon, & Kemmelmeier, 2002; Wright & Ricks, 1994).  This 
research has provided significant insight into the impact that differences can have as businesses 
strive to manage employees that live in or come from a variety of different cultures.  However, 
much of this literature does not explicitly examine the relationship between these practices and 
performance, and fewer still examine the influence of national culture on the practice-
performance relationship. 
In an interesting summary of a subset of the cross-cultural research, Kirkman, Lowe, and 
Gibson (In Press) review empirical studies that have used the Hofstede cultural values 
framework between 1980 and 2002.  They identify 180 empirical studies, which they categorize 
by the level of analysis as well as by the type of relationship culture had in the study (i.e. main 
effect or moderator).  The bulk of these studies (148) examine culture as a main effect on a 
variety of practices or outcomes.  There are a total of 32 studies that examine culture as a 
moderator: 23 at the individual level, 5 at the group/org level, and 4 at the country level.  
Looking through the summary tables associated with this article, only 13 studies that examine 
culture as a moderator explicitly refer to performance as a dependent variable, which constitutes 
7% of 180 studies examined in the article. 
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Thus, there is a substantial literature that examines the impact of national culture on 
management practices, but often does not test the impact this will have on performance.  There is 
also an extensive literature looking at the relationships between management practices and 
performance that generally omits the impact of national culture.  Without the theory and research 
needed to integrate these two literatures through simultaneously examining the relationships 
among national culture, management practices and performance, we are unable to answer the 
following question:  How does culture influence the relationship between management practices 
and performance? 
I address this question by developing a theoretical framework for performance oriented 
cross-cultural management research and testing a number of hypotheses based on this 
framework.  In the current chapter, I describe a framework for conducting cross-cultural research 
that includes performance, after reviewing some potential relationships among national culture, 
management practices and performance.  In the following chapter, I illustrate this framework by 
developing hypotheses based on specific cultural dimensions and management practices.  
Chapter three describes the methodological approach for my study involving data from a larger 
multinational corporation from the hospitality industry.  Chapter four provides the results of the 
initial and post hoc analyses.  Chapter five provides a discussion of the results of the analysis, as 
well as the implications of the study. 
Examining the influence of National Culture 
Despite the increase in cross-cultural research, management theory has not kept up with 
the demand for knowledge generated by globalization (Redding, 2005; Redding, 1994), leaving 
us with a limited basis for confidence in answering questions associated with the cross-cultural 
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applicability of management practices.  Three different approaches could address these 
questions.   
First, a universalistic approach would suggest that effective management is largely 
independent of cultural context, and that effective methods are likely to work anywhere.  This 
etic approach leads researchers to attempt to develop theories that will be applicable in all 
cultures.  This approach is not common given the current emphasis on globalization, though this 
assumption implicitly underlies research that ignores cultural differences.  In addition, studies 
such as the GLOBE project have explicitly argued that some aspects of leadership may be 
universal (Den Hartog et al., 1999). 
Second, a cultural uniqueness approach implies that cultural differences are so significant 
that there is little reason to believe that what we know about management effectiveness in one 
country will apply to another (Cooper et al., 1998).  This emic approach suggests that researchers 
focus on that which is distinct in a culture, and strive to develop theories that hold true for that 
specific culture.  A case study examining a practice or approach unique to a specific culture 
would be an example of this approach. 
Third, the cultural contingency approach used in this study takes advantage of the 
burgeoning literature on national culture and organizations.  From this perspective, cultural 
differences are indeed important for understanding the effectiveness of management practices, 
and practices antithetical to an organization’s cultural context are unlikely to work.  However, 
this approach recognizes both the etic and emic nature of cultures, asserting that there are 
cultures with similar characteristics in which a given set of practices will be relatively effective, 
and other cultures with different characteristics in which these practices will be less effective.  I 
begin with the premise that the impact of management practices on performance varies as a 
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function of the applicability of the theory underlying the practices to the particular national 
culture, and that matches and mismatches are identifiable through research.  Based on this 
premise, an approach to cross-cultural theory and research can be developed. 
The performance oriented cross-cultural approach is an extension of existing research 
that can result in an improved understanding of the cross-cultural applicability of management 
practices.  In essence, it acts as a research agenda in which performance-oriented and cross-
cultural management research are integrated with the goal of gaining a deeper understanding of 
the influence that management practices have on the performance of organizations around the 
world.  Of course, the idea of exploring the effectiveness of management practices across 
cultures is not new: Almost any issue of the Wall Street Journal or Business Week has articles 
dealing with firms’ attempts to adapt to cultural differences. While this coverage has been 
intriguing, it lacks the validity of a more systematic, scientific approach.   
One way to visualize this integrative approach is to examine some relationships that 
typify the cross-cultural and performance-oriented management literatures based on three 
relevant constructs: cultural dimensions, management practices, and performance (see Figure 
1.1).  
Figure 1.1    Relationships typifying two literatures 
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The relationship between national culture and management practice is representative of 
the cross-cultural management literature because the focus is on the practices without explicitly 
considering performance.  The direct effect of management practice on performance is 
representative of the performance oriented management literature, because the key relationship 
relates to performance and because it does not consider culture.  The performance-oriented cross-
cultural research framework consists of the moderating effect of national culture on the 
relationship between management practices and performance (see Figure 1.2). 
Figure 1.2    The performance-oriented cross-cultural management framework 
 
 
 
 
 
 
 
 
Conceptualizing national culture as a moderator is not a new idea, with several theoretical 
and empirical articles (e.g. Earley, 1993; Newman et al., 1996; Robert et al., 2000) adopting this 
approach.  Relative to the number of studies examining culture as a direct effect, however, this 
way of studying culture is rare (see Kirkman et al., In Press).  In addition, even those studies that 
examine the moderating role of culture seldom explicitly include performance as the dependent 
variable, and a theoretical explanation for why culture should moderate the relationship is often 
missing.  The integrative approach described here is a promising way to conduct research that is 
both cross-cultural and performance-oriented in nature. 
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Figure 1.2 provides a template that allows one to derive theoretical hypotheses about the 
relationships among national culture, management practices, and performance.  For this 
framework to be useful, it must be transformed from an abstract conceptualization of categories 
to a more concrete examination of constructs, including specific dimensions of national culture, 
specific management practices, and a theory-based link to performance.  I first examine the 
concept of national culture and identify the cultural dimensions I will use.  I then identify three 
important management practices and review theories that help explain why I expect each practice 
to relate to organizational performance.  I finish by generating several hypotheses based on the 
performance-oriented cross-cultural framework. 
Conceptualizing national culture 
Despite widespread interest in national culture and research that spans several decades, 
the conceptualization of national culture continues to engender debate.  Various labels have been 
used to describe cultural phenomena, including ecological (Hofstede, 2001) or societal (House et 
al., 1999) cultural dimensions.  However, the term most commonly applied is national culture, 
used throughout this study to refer to culture at the societal or country level of analysis.  This 
does not imply, however, that cultural boundaries necessarily match national borders. 
A great deal of research is based on making comparisons among cultures (Wright et al., 
1994).  Some have compared national cultures along ecological and sociopolitical dimensions, 
examining the legal or political system, or focusing on such variables as temperature and 
educational systems (e.g. Van de Vliert, Schwartz, Huismans, Hofstede, & Daan, 1999).  
However, the dominant approach to comparing national cultures examines differences among 
values (Smith & Bond, 1998) and has been used in several major studies on culture, including 
work by Hofstede (2001), Triandis (1995), Trompenaars and Hampden-Turner (1998), and the 
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GLOBE project (House et al., 1999), Inglehart (1998), and Schwartz (1994).  While some of the 
dimensions identified by these different frameworks have been shown to overlap, they do differ 
significantly in how they view and conceptualize culture.  I will review several major cultural 
frameworks and identify one for use in this study. 
Hofstede’s Cultural Values Model 
Geertz Hofstede’s (1980; 1984; 2001) research on work-related values has had a major 
impact on national culture research.  It was among the first of a handful of a large-scale, 
quantitatively based research projects attempting to identify specific cultural dimensions that 
could be used to systematically identify similarities and differences among countries.  Using 
attitudinal survey data collected from IBM servicing and marketing employees located in 40 
countries, Hofstede was able to identify two factors at the country level of analysis: 
Individualism (the focus placed on the self vs. the group) and masculinity (the value placed on 
being assertive vs. being nurturing). Two additional factors, power distance (the degree of human 
equality that is expected in a culture) and uncertainty avoidance (the degree to which uncertainty 
is tolerated in a culture) were identified through “eclectic analysis” which selectively combined 
items based on theoretical expectations (Smith, Dugan, & Trompenaars, 1996).  A fifth 
dimension, long term vs short term orientation (the choice to focus efforts on the present vs. the 
future), was subsequently developed by a different set of researchers in an Asian context who 
sought to avoid a Western bias in identifying dimensions and is often associated with the four 
dimensions developed by Hofstede (Chinese Culture Connection, 1987).  Together, this cultural 
framework has dramatically influenced the field of cross-cultural research, resulting in numerous 
studies that have utilized these dimensions over the years (Hofstede, 2001; Kirkman et al., In 
Press; Søndergaard, 1994). 
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Hofstede defined culture as “the collective programming of the mind which distinguishes 
the members of one human group from another” (Hofstede, 1984: 21).  However, he 
acknowledged that this definition was not intended to completely capture culture. Instead, this 
limited definition was designed to focus in on the aspect of culture that he had been able to 
empirically derive, which centered on the idea that “values are among the building blocks of 
culture” (Hofstede, 1984: 21). 
This study made several significant contributions to the literature.  The scope of this 
research distinguished it from the bulk of research that had been done up to that point.  The 
substantial empirical support used to develop these cultural dimensions sets it apart from 
approaches to culture that use less systematic ways of collecting data.  In addition to measuring 
cultural values in the original study (direct values inference) the country rankings established by 
this research created a common reference that other studies have used in their research, either as 
a way to select countries for comparison (regional affiliation approach) or as raw country scores 
that other studies could include in their analysis (indirect values inference) as a measure of the 
culture for that country (see Lenartowicz & Roth, 1999). 
There are, however, several limitations to this study.  While the process of empirically 
deriving the dimension may provide a more systematic approach than what would otherwise be 
available, the lack of an underlying theory hindered its ability to either clearly justify why certain 
dimensions were identified or to suggest that the approach captures most of the dimensions 
important to national culture (Schwartz, 1994).  The problems associated with these limitations 
are compounded by the fact that the original study did not examine certain countries (particularly 
the former eastern bloc countries), leaving a large gap in data being used as the basis for 
identifying cultural dimensions (Schwartz, 1994).  Data has since been collected in many of 
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these countries, but it was after cultural dimensions had been identified so the focus of the 
research was to confirm established dimensions instead of contributing to the development of 
new dimensions.   
The GLOBE Project 
The GLOBE (Global Leadership and Organizational Behavior Effectiveness) project is a 
large research program that examines the relationship between culturally endorsed implicit 
leadership theories and culture (Hanges & Dickson, 2004).  This project was initiated by Robert 
House and involves several co-principal investigators and approximately 170 country co-
investigators from 61 cultures around the world.  
Three of the cultural dimensions used by GLOBE use some new items to examine 
dimensions originally developed by Hofstede: Uncertainty avoidance, power distance, and 
individualism/collectivism.  An additional collectivism dimension was added to incorporate 
work done by Triandis (1995), and two dimensions – gender egalitarianism and assertiveness – 
were used in place of Hofstede’s masculinity dimension.  Finally, three additional dimensions 
were developed based on McClelland’s implicit motivation theory:  Humanism, performance, 
and future orientation.  These dimensions are intended to relate to McClelland’s concepts of 
affiliative, power, and achievement motives (House et al., 1999; McClelland, 1985).   
Due to its being largely based on Hofstede’s framework, the GLOBE project faces some 
of the same limitations.  Since many of the variables are either taken from the scales developed 
by Hofstede or slightly modified version of these items, they share the limitation of not having 
an underlying theory for the cultural variables.   
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Schwartz Values Framework 
Schwartz (1994; 1987) takes a theory-based approach to the development of cultural 
dimensions.  Using the theory of universal value structure (Rokeach, 1973), Schwartz asked 
students and teachers from over 40 countries to examine an extensive list of individual values 
and rate the degree to which each value acted as a guiding principle for their lives.  Drawing 
from the principles of Facet Theory (Borg & Shye, 1995), Schwartz examined the mean 
importance rating for each value using smallest space analysis, a multi-dimensional scaling 
technique that examines the relationships between all values and plots them on a two 
dimensional chart.   
The results of the smallest space analysis are interpreted through the configuration of the 
values, with facets being identified based on how well the pattern of relationships reflect a priori 
theoretical relationships.  These facets (called motivational value types) provide information 
about the relationships among the values.  Specifically, adjacent motivational value types are 
considered complementary, while those located on opposing sides of the chart are considered 
competing value types.   
One finding of this research is that individual values generally have a consistent structure 
within a country (Schwartz et al., 1987).  At the individual-level of analysis, clusters of 
individual values identify ten motivational value types: Security, power, achievement, hedonism, 
stimulation, self-direction, universalism, benevolence, conformity, and tradition (See Figure 1.3).   
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Figure 1.3    Schwartz’ individual-level motivational types 
 
 
 
 
 
 
 
 
 
 
 
 
 
More recently, this stream of research has examined the structure of values at the country 
level of analysis (Schwartz, 1994, 1999).  The researchers calculated average values for each 
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Figure 1.4    Schwartz’ cultural-level motivational types 
Because the groupings of individual values were considered significantly different from 
those at the individual-level of analysis, new conceptual definitions for the country-level 
motivational value types were developed.  Each is briefly described here, with a more detailed 
description provided in Table 1.1: 
? Conservatism:  Maintenance of the status quo and restraint of disruptive actions 
? Intellectual Autonomy: Desirability of individuals pursuing their own ideas 
? Affective Autonomy:  Desirability of individuals pursuing affectively positive experience 
? Hierarchy:  Legitimacy of an unequal distribution of power roles and resources 
? Egalitarianism:  Transcend selfish interests and voluntarily promote welfare of others 
? Mastery: Getting ahead through active self-assertion 
? Harmony:  Fitting harmoniously into the environment 
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Table 1.1    Schwartz cultural dimensions 
Values Definition 
Conservatism A cultural emphasis on maintenance of the status quo, propriety, and restraint of actions or inclinations that 
might disrupt the solidary group or the traditional order (social order, respect for tradition, family security, 
wisdom) 
   
Intellectual Autonomy A cultural emphasis on the desirability of individuals independently pursuing their own ideas and intellectual 
directions (curiosity, broadmindedness, creativity) 
  
Affective Autonomy A cultural emphasis on the desirability of individuals independently pursuing affectively positive experience 
(pleasure, exciting life, varied life) 
 
Hierarchy A cultural emphasis on the legitimacy of an unequal distribution of power roles and resources (social power, 
authority, humility, wealth) 
  
Egalitarianism A cultural emphasis on transcendence of selfish interests in favor of voluntary commitment to promoting the 
welfare of others (equality, social justice, freedom, responsibility, honesty 
 
Mastery A cultural emphasis on getting ahead through active self-assertion (ambition, success, daring, competence) 
 
  
Harmony A cultural emphasis on fitting harmoniously into the environment (unity with nature, protecting the 
environment, world of beauty) 
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Schwartz further suggests that two broad dimensions underlie the distribution of 
motivational value types:  Openness to change vs. conservatism and self-transcendence vs. self-
enhancement.  In contrast to the way in which Hofstede’s cultural dimensions (Hofstede, 2001) 
were identified, the Schwartz framework is a theory driven approach, with a universal structure 
of values first identified at the individual level of analysis, and then demonstrated at the societal 
or country level of analysis.  This framework is notable for its broader range of cultural 
dimensions relative to those identified by Hofstede.   
Substantial contributions of this research include its theoretical approach to identifying 
dimensions as well as its consideration of a more comprehensive set of values relative to most 
culture studies.(Schwartz, 1994).  The data used to support the development of these dimensions 
contained a wide representation of countries, including those of the former Eastern bloc.  Finally, 
this approach examines values at both the cultural and individual level of analysis, providing 
additional insight into differences that exist within, as well as between, cultures.   
My Approach to National Culture 
In line with each of the cultural frameworks just reviewed, I will use values as a proxy for 
national culture in this study.  While culture is a broad, encompassing concept, values have been 
shown to be a very promising approach to understanding many of the differences among cultures 
(Smith et al., 1998). 
It is important to note that that there is a significant amount of overlap among the various 
dimensions that have been identified.  For example, at the country-level of analysis, there 
appears to be a great deal of similarity between Hofstede’s dimensions of individualism-
collectivism and Schwartz’ conservatism – autonomy dimension.  There is also similarity 
between Hofstede’s power distance dimension and Schwartz’ contrast of both mastery and 
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hierarchy in relation to egalitarian commitment.  In addition, the GLOBE measures have shown 
to be correlated with several dimensions from both the Hofstede and Schwartz frameworks 
(Hanges et al., 2004).   
The cultural framework developed by Schwartz is unique, however, in terms of its 
theoretical foundations and its comprehensiveness.  Schwartz’s theory provides a useful set of 
dimensions that I will use in this study.   
Now that I have identified the approach to national culture used in this study, the 
influence national culture has on the relationship between management practices and 
performance will be examined. 
Factors leading to performance 
Three factors or conditions have been identified as important for performance at the 
individual level of analysis:  The motivation to perform, the ability to perform, and a work 
context that provides an opportunity to perform (Blumberg & Pringle, 1982; Waldman, 1994).  It 
is expected that each of these individual level factors would also have an aggregate influence on 
performance, so that an overall increase in abilities, motivation, or performance opportunities 
would be likely to result in an increased performance at the group or organizational level.  
Although each of these three factors can be influenced, many management practices seek to 
increase performance through influencing motivation (Ambrose & Kulik, 1999; Pinder, 1998).  
For example, the practice of contingent compensation attempts to influence the motivation of 
employees rather than increasing their abilities or providing them with more opportunities to 
perform. 
In a review of motivational research, Ambrose and Kulik (1999) argue that existing 
motivational research examining the influence of national culture is neither systematic nor theory 
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driven.  Instead, the authors claim that culturally relevant motivation research is limited to 
identifying whether groups from specific cultures differ, and they call for research and theory 
that will look at both how culture has an influence as well as why, based on theory.   
The performance oriented cross-cultural framework provides a systematic approach for 
thinking about the influence of culture on management practices.  This framework provides 
insight into how culture has an influence by identifying a way that cultural dimensions can 
influence the relationships between management practices and performance.  Given the key role 
that motivation plays in the link between management practices and performance, existing 
motivational theories can help predict why one would expect a specific practice to lead to 
performance.  The next section will identify three motivational theories that can inform our 
understanding of the practice-performance link. 
Theoretical frameworks for workforce motivation 
In an extensive review of motivational theory, Ruth Kanfer (1990) identified three 
general categories of motivational theories.  The first is need-motive-value research, which 
examines the impact of individual differences in needs, motives, and values on motivation.  
Examples of this type of research include early work on needs by Maslow (1954) and Alderfer 
(1969), theories dealing with intrinsic motivation such as cognitive evaluation theory (Deci, 
1975) job characteristics theory (Hackman & Oldham, 1976), and justice theories dealing with 
the fairness of organizational procedures (Adams, 1965).   
Cognitive choice theories, the second category of motivational theories, focus on how 
decision-making processes relate to motivation.  The dominant theoretical framework for 
understanding these cognitive processes have been Expectancy-Value theories, most notably the 
version of expectancy theory originally developed by Vroom (1964).  This category departs from 
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the focus on individual differences espoused by the need-motive-value research, assuming 
instead that individuals seek their self-interest as they choose between actions and behaviors they 
feel will lead them to outcomes they value (Kanfer, 1990).   
The final category refers to self-regulation/metacognition theories.  These theories differ 
from the first two categories as a result of their focus on goal setting and volition.  Locke’s 
(1990; 1981) goal setting model has been a major driver for theories in this area, although this 
category includes a wide range of theories (e.g. social learning approaches, control theory). 
Clearly, several theories of motivation could help us better understand the relationship 
between a specific practice and performance.  Three theories have been selected based on the 
practices of interest that will be used to examine these relationships: need for achievement, 
expectancy theory, and goal setting theory.  Although it is common to conceptualize these 
motivational theories at the individual level of analysis, I am examining dynamics at a higher 
level of analysis in this study.  A number of researchers have focused on the way management 
practices influence work unit performance by raising employee motivational levels throughout 
the unit (see Ambrose et al., 1999; Glew, O'Leary-Kelly, Griffin, & Van Fleet, 1995).  While 
individuals may respond differently to the use of specific practices, such practices attempt to 
create an aggregate increase in motivation throughout the workforce that results in an increase in 
performance.   
I now turn to a description of some specific management practices and the link between 
the practice and performance.  After identifying the mechanics of these relationships, I will 
derive hypotheses using the performance oriented cross-cultural management framework.   
  
 
 
 
CHAPTER 2 
THEORY DEVELOPMENT AND HYPOTHESES 
Performance oriented management research examines the link between management 
practices and organizational performance.  I have selected three practices for which there is 
support for the relationship between each practice and performance: Transformational 
leadership, contingent compensation, and goal-setting.  I now take each practice in turn, first 
reviewing the existing support for the link between the practice and performance, then describing 
the motivational theory that will be used to explain the link between the practice and 
performance, and finishing with specific hypotheses about the influence national culture will 
have on this relationship.   
Transformational Leadership 
Transformational leadership, along with several related theories of charismatic 
leadership, has had a major impact on leadership research (Hunt, 1999).  Early work by House 
(1977) on charismatic leadership and by Burns (1978) on transformational and transactional 
leadership helped to identify characteristics associated with transformational leaders.  Bass’ 
(1985) work on transformational leadership refined the earlier efforts and added several key 
ideas (Yammarino, 1993).  Additional models of transformational leadership have been proposed 
(e.g. Bennis & Nanus, 1985; Tichy & Devanna, 1986), but Bass’s version has largely become 
dominant in research and theory. 
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Transformational leadership as developed by Bass initially consisted of four factors 
(charismatic leadership, inspirational motivation, intellectual stimulation, individualized 
consideration).  However, two of these factors (charismatic leadership and inspirational 
motivation) have not been distinguishable empirically (Bass, 1988), so the transformational 
literature now includes a single combined charismatic/inspirational leadership dimension.  
Reviews and meta-analyses of transformational leadership research (e.g. Bass & Avolio, 1994; 
Fuller, Patterson, Hester, & Stringer, 1996; Lowe, Kroeck, & Sivasubramaniam, 1996) have 
generally found support for the relationship between transformational leadership and several 
measures of performance (Howell & Avolio, 1993). 
Burns (1978) and Bass (1985; 1998) each used Maslow’s hierarchy of needs to help 
explain the influence transformational leadership can have on performance.  The basic argument 
is that transformational leaders help others to strive for self-actualizing objectives in addition to 
meeting needs that are lower on the hierarchy of needs.  For example, rather than just viewing 
work as a way to fulfill basic needs such as food, shelter, and safety, work becomes a way to 
fulfill higher needs including recognition for accomplishments or striving to reach one’s full 
potential. 
There is a conceptual overlap between the need for achievement and Maslow’s higher 
order needs, particularly the emphasis on accomplishments and the respect and recognition likely 
to come from them.  While there has not been much empirical support for Maslow’s hierarchal 
motivational theory, the need for achievement has received substantial support (Ambrose et al., 
1999; Spangler, 1992).  Given this support, as well as the direct relevance of the theory to this 
practice, the need for achievement will be used to provide insight into the relationship between 
dimensions of transformational leadership and performance.  I will first provide a description of 
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the need for achievement, and then develop specific hypotheses using the performance oriented 
cross-cultural framework. 
Motivational link: Need for Achievement.  McClelland (1961; 1985) examined a 
number of needs that an individual was thought to acquire or develop as he or she developed.  In 
contrast to theories that emphasized a hierarchy of needs (e.g. Alderfer, 1969; Maslow, 1954), 
McClelland focused on the behavioral outcomes of specific needs.  One of the most widely 
studied needs is the need for achievement (nAch), though other needs have also been examined 
(e.g. need for affiliation, need for power).   
The need for achievement refers to the internal drive to excel or succeed, and has been 
the subject of numerous studies (Spangler, 1992).  Individuals with a high need for achievement 
will prefer situations where there is personal responsibility for the outcomes.  In addition, such 
an individual is likely to prefer work or tasks that are relatively challenging, since they will offer 
more of a sense of accomplishment than tasks that are extremely easy to complete. 
McClelland argued that each need is a predisposition within an individual that is only 
activated in the presence of specific achievement incentives (1985).  In the absence of these 
achievement incentives there will be little difference between those with high or low levels of 
need for achievement.  When there are achievement incentives present, however, there will be a 
clear distinction between the behaviors of the two.  Two different types of achievement 
incentives have been identified: Social and activity incentives (Mcclelland, Koestner, & 
Weinberger, 1989). Social incentives refer to rewards or benefits that are external to the task, 
while activity incentives pertain to rewards that are inherent to the task itself.  In each case, nAch 
helps to predict how responsive individuals will be to certain situations.   
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The experiences individuals have early in their life help to shape their need for 
achievement, which is why it is considered an acquired need rather than something that is 
inherent to individuals.  A need that develops over a lifetime is not something likely to be highly 
malleable, so leaders cannot easily increase the level of need for achievement in a workforce.  
Instead, they can work to create the types of achievement incentives that will activate the need 
for achievement and motivate employees to pursue action in ways that both fulfill their needs  
and benefit the organization. 
Transformational Leadership Factor:  Charismatic/Inspirational Leadership 
Because the factors that constitute transformational leadership are often highly correlated, 
researchers sometimes combine all of the measures into a single measure of transformational 
leadership.  However, this can be problematic for both theoretical and methodological reasons 
(Edwards, 2001).  While factors may be united within the overall framework of transformational 
leadership, they are also distinct constructs that may be expected to influence or be influenced by 
other constructs differentially.  As a result, I will examine each dimension individually, 
beginning with the charismatic/inspirational leadership factor. 
Avolio, Bass, and Jung state that charismatic/inspirational leadership “provides followers 
with a clear sense of purpose that is energizing, is a role model for ethical conduct and builds 
identification with the leader and his or her articulated vision (1999, pg 444).”  This approach 
views charismatic leadership as a distinct part of the larger concept of transformational 
leadership (Conger, 1999), in contrast to theories that have focused primarily on charisma.  It 
also emphasizes interaction between leaders and followers, suggesting that transformational 
leadership contains an element of empowerment where followers play an active role.  This 
contrasts with the majority of charismatic theories that focus primarily on the role of the leader 
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(Lowe et al., 1996), though there has been a recent attempt to develop a model of charistmatic 
leadership that brings the role of followers into more prominence (Howell & Shamir, 2005).  A 
meta-analysis of research based on the MLQ (Multifactor Leadership Questionnaire) found that 
charismatic/inspirational leadership had the strongest relationship with performance of the three 
dimensions (Lowe et al., 1996). 
The need for achievement can help us better understand the dynamics of the relationship 
between charismatic/inspirational leadership and performance.  A vital aspect of charismatic 
leadership is the ability of the leader to articulate a vision or goal that the leader wants members 
of the organization to achieve.  The leader then works to help others in the organization identify 
with this vision so that they will strive to accomplish it.  To the degree that individuals 
internalize this vision, activities involved in accomplishing this vision become increasingly 
salient to satisfying their need for achievement.  In effect, the individuals link the satisfaction of 
their internal need for achievement with actions that can positively influence performance.  
Understanding this theoretical basis for the relationship between charismatic/inspirational 
leadership and performance makes it possible to generate predictions about how dimensions of 
national culture are likely to influence this relationship. 
Value:  Conservatism.  The cultural dimension of Conservatism relates to the 
preservation of the status quo, particularly through the restraint of action that might cause 
undesired change (Schwartz, 1994).  Conservatism typifies the end of one of the two dimensions 
underlying the Schwartz framework, with the other end being openness to change.  One of the 
basic mechanisms of charismatic leadership is the attempt by the leader to communicate a vision 
of the future that is substantially different from what the organization currently is doing (Avolio 
et al., 1999).   Since the leader’s vision will result in a change in the status quo, individuals 
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within a culture that value preserving the status quo are unlikely to internalize and work towards 
such a vision.  Actions that would help the work move towards the vision articulated by the 
leader would have little connection to fulfilling such an individual’s need for achievement. 
Hypothesis 1 – Conservatism will negatively moderate the relationship between 
charismatic leadership and performance.  Specifically, charismatic leadership will have 
less of an influence on performance in cultures that are higher in conservatism than in 
cultures that are lower in conservatism. 
Value:  Intellectual Autonomy.  While articulating a vision is a key part of 
Charismatic/Inspirational Leadership, leaders following such an approach do not attempt to 
coerce or force any to accept such a view.  Instead, they attempt to engage those in the 
organization, striving to interest and excite them in the potential offered by such a change.  The 
only way to engage the type of commitment and enthusiasm needed for the organization to 
successfully make the change is through gaining an individual’s willing support for pursuing the 
vision.  The cultural dimension of intellectual autonomy refers to how desirable it is for 
individuals to pursue their own ideas.  It also refers to an openness to make changes, even if it 
disrupts the status quo.  While individuals from cultures that have high levels of Intellectual 
Autonomy would be averse to being told what to do, they are likely to be very responsive to a 
leadership approach that seeks to interest them in voluntarily striving to make a positive change 
they believe in, thereby providing opportunities to satisfy their need for achievement.   
Hypothesis 2 – Intellectual autonomy will positively moderate the relationship between 
charismatic leadership and performance.  Specifically, charismatic leadership will have 
more of an influence on performance in cultures that are higher in intellectual autonomy 
than in cultures that are lower in intellectual autonomy. 
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Value:  Egalitarianism.  This dimension involves overcoming selfish interests and 
voluntarily promoting the welfare of others.  Charismatic leadership contains a strong element of 
individuals working towards a vision or goal, rather than just focusing on their personal interests.  
While this vision would ideally overlap with one’s interests, such an overlap is likely to be less 
than complete, resulting in choices between actions that primarily benefit the individual vs. 
actions that primarily benefit others.  The level of egalitarianism in a culture will directly 
influence how these choices are perceived, with cultures high in egalitarianism likely to view 
self-transcending behavior more positively than cultures low in egalitarianism.  An individual 
who views work not related to his or her personal interest as an obstacle to fulfilling his or her 
need for achievement will have little incentive for sacrificing for the welfare of others or the 
greater good. 
Hypothesis 3 – Egalitarianism will positively moderate the relationship between 
charismatic leadership and performance.  Specifically, charismatic leadership will have 
more of an influence on performance in cultures that are higher in egalitarianism than in 
cultures that are lower in egalitarianism. 
Value:  Mastery.  Cultures vary on the emphasis they place on getting ahead through 
active self-assertion.  In contrast to the self-transcending aspect of the egalitarianism dimension, 
Individuals who have high levels of mastery proactively seek to achieve goals or objectives that 
they believe will be self-enhancing.  They are fundamentally about the self, rather than the good 
of the larger group.  However, transformational leaders strive to engage a wide range of 
individuals by linking their self-interest seeking to the goals or vision the leader is promoting.  
As a result, to the extent they can see how pursuing the vision will benefit their self interest, this 
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practice provides specific objectives for the individual to pursue as they strive to fulfill their need 
for achievement. 
It is likely that at times such a vision would only partially overlap with the interests of the 
individual, or even be unrelated to their desires for self-enhancement.  In some situations, the 
actions involved in striving for the transformational leader’s vision will at best only partially help 
the individual to fulfill his or her need for achievement.  Even this partial overlap of interests can 
have significant motivational implications, however, supplementing other situations where the 
goals or vision being described by the transformational leader are more directly in line with the 
self-interest of the individual.   
Hypothesis 4 – Mastery will positively moderate the relationship between charismatic 
leadership and performance.  Specifically, charismatic leadership will have more of an 
influence on performance in cultures that are higher in mastery than in cultures that are 
lower in mastery. 
Value:  Harmony.  In contrast to the proactive aspect of the mastery, the cultural 
dimension of Harmony reflects a preference for fitting in with the environment.  It emphasizes 
being rather than doing, and is located adjacent to the Conservatism dimension on the Schwartz 
conceptual map of dimensions (Figure 2).  Individuals from a culture that has a high level of 
Harmony would be unlikely to respond to the proactivity and emphasis on change associated 
with a transformational leader’s vision.  Such activity would be unlikely to help fulfill the needs 
for achievement of those from cultures high on Harmony. 
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Hypothesis 5 – Harmony will negatively moderate the relationship between charismatic 
leadership and performance.  Specifically, charismatic leadership will have less of an 
influence on performance in cultures that are higher in harmony than in cultures that are 
lower in harmony. 
Transformational Leadership Factor:  Individualized Consideration 
Individualized consideration refers to the degree that a leader is aware of and sensitive to 
the individual needs of subordinates (Avolio et al., 1999).  Although transformational leaders 
have a vision they are striving to communicate with the organization as a whole, they convey 
individualized consideration through showing they are actively aware of individuals within the 
organization and by treating employees as unique individuals, rather than simply a part of the 
larger whole.   
Individualized consideration can be manifested in both supportive behaviors and in 
helping individuals to develop (Yukl, 1999).  Transformational leaders strive to both understand 
the ambitions of each individual as well as helping each individual to grow and improve.  Similar 
to the other dimensions of transformational leadership, there is a link between individualized 
consideration and performance that a number of studies have identified (see Lowe et al., 1996). 
The need for achievement provides the motivational basis for a relationship between 
individualized consideration and organizational performance.  In addition to encouraging 
employees to work towards the overall goal, leaders help them identify ways in which they can 
develop.  As a result, employees have the ability to help fulfill their needs for achievement 
through both performance and developmental opportunities. 
Having a developmental focus could encompass a different range of activities than what 
is needed to maximize performance, and some argue that individualized consideration may only 
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indirectly influence performance (Avolio & Bass, 1995).  However, these efforts occur within 
the larger context of pursuing a transformational leader’s vision, so developmental efforts are 
likely to focus on areas that are relevant to reaching the leader’s vision or performance 
expectations.  In addition, the emphasis on employees increasing their aspirations could have 
more of an impact on performance over time than simply striving for the current performance 
level. 
Value:  Intellectual autonomy.   Individualized consideration helps an individual to 
become more aware of areas in which he or she can work to improve.  The clear identification of 
areas to develop, in addition to the interest and attention given by the leader to the individual’s 
growth, provides an achievement incentive for individuals to work towards.  This incentive will 
help motivate those with a higher need for achievement to strive to perform.  The ability to strive 
for this incentive depends in part upon the work situation, since individuals are unlikely to be 
engaged in personal development and exploration if they are highly constrained in the ideas and 
approaches they can try out.  Individuals with a cultural preference for pursuing their own ideas 
(intellectual autonomy) will be more likely to be engaged by the developmental aspect of 
individualized consideration. 
Hypothesis 6 – Intellectual Autonomy will positively moderate the relationship between 
individualized consideration and performance.  Specifically, individualized consideration 
will have more of an influence on performance in cultures that are higher in intellectual 
autonomy than in cultures that are lower in intellectual autonomy. 
Value:  Hierarchy.  Individualized consideration does not benefit from an emphasis on 
an unequal distribution of power.  In fact, the active effort by a leader to show support and 
attention to an individual de-emphasizes whatever power differences may exist.  This leveling of 
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relationships is likely to be very appealing in cultures that place a low value on hierarchy.  
However, for cultures that place a greater value on hierarchy, this process may violate cultural 
expectations about roles for those who differ in power.  The result may be confusion over the 
leadership being provided and a reduced ability to meet one’s need for achievement in ways that 
are compatible with the vision articulated by the leader. 
Hypothesis 7 – Hierarchy will negatively moderate the relationship between 
individualized consideration and performance.  Specifically, individualized consideration 
will have more of an influence on performance in cultures that are lower in hierarchy 
than in cultures that are higher in hierarchy. 
Transformational Leadership Factor:  Intellectual Stimulation 
The dimension of intellectual stimulation refers to leaders encouraging others to question 
and improve upon the way that problems have been solved in the past.  Although intellectual 
stimulation is a key component of transformational leadership, it does not appear that its 
relationship with performance is based on motivation so much as helping to increase employee 
abilities.  Given the emphasis on motivationally focused management practices for this paper, I 
will not go through the process of developing hypotheses for this dimension.  A summary of the 
hypotheses that were developed for the other two Transformational Leadership factors, in 
addition to the hypotheses for the two management practices yet to be discussed, is provided in 
Table 2.2. 
 
  
Table 2.2    Summary of hypotheses 
Management practice Theoretical link 
to performance 
Cultural 
moderator 
Hypothesis 
Charismatic/ Inspirational 
Leadership 
Need for 
Achievement 
Conservatism Hypothesis 1 – Conservatism will negatively moderate the relationship between 
charismatic leadership and performance.  
Charismatic/ Inspirational 
Leadership 
Need for 
Achievement 
Intellectual 
autonomy 
Hypothesis 2 – Intellectual autonomy will positively moderate the relationship 
between charismatic leadership and performance. 
Charismatic/ Inspirational 
Leadership 
Need for 
Achievement 
Egalitarianism  Hypothesis 3 – Egalitarianism will positively moderate the relationship between 
charismatic leadership and performance. 
Charismatic/ Inspirational 
Leadership 
Need for 
Achievement 
Mastery Hypothesis 4 – Mastery will positively moderate the relationship between charismatic 
leadership and performance. 
Charismatic/ Inspirational 
Leadership 
Need for 
Achievement 
Harmony Hypothesis 5 – Harmony will negatively moderate the relationship between 
charismatic leadership and performance. 
Individualized Consideration Need for 
Achievement 
Intellectual 
autonomy 
Hypothesis 6 – Intellectual autonomy will positively moderate the relationship 
between individualized consideration and performance.  
Individualized Consideration Need for 
Achievement 
Hierarchy Hypothesis 7 – Hierarchy will negatively moderate the relationship between 
individualized consideration and performance.  
Contingent Compensation Expectancy 
Theory 
Conservatism Hypothesis 8 – Conservatism will negatively moderate the relationship between 
contingent compensation and performance. 
Contingent Compensation Expectancy 
Theory 
Affective 
autonomy 
Hypothesis 9 – Affective autonomy will positively moderate the relationship between 
contingent compensation and performance. 
Contingent Compensation Expectancy 
Theory 
Hierarchy Hypothesis 10 – Hierarchy will positively moderate the relationship between 
contingent compensation and performance. 
Contingent Compensation Expectancy 
Theory 
Egalitarianism Hypothesis 11 – Egalitarianism will negatively moderate the relationship between 
contingent compensation and performance. 
Contingent Compensation Expectancy 
Theory 
Mastery Hypothesis 12 – Mastery will positively moderate the relationship between contingent 
compensation and performance. 
Goal Setting Goal Theory Conservatism Hypothesis 13 – Conservatism will negatively moderate the relationship between goal 
setting and performance.  
Goal Setting Goal Theory Mastery Hypothesis 14 – Mastery will positively moderate the relationship between goal 
setting and performance. 
Goal Setting Goal Theory Intellectual 
autonomy 
Hypothesis 15– Intellectual autonomy will positively moderate the relationship 
between goal-setting and performance.   
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Contingent Compensation 
The second management practice examined is contingent compensation or incentive pay 
and its relationship to performance, which has been an area of active research for several decades 
(for review see Gomez-Mejia & Balkin, 1992; Rynes et al., 2000).  Research has examined a 
wide variety of practices including gainsharing (Welbourne et al., 1995), CEO compensation 
(Barkema & Gomez-Mejia, 1998), and skill-based pay (Murray & Gerhart, 1998). Contingent 
compensation has also played a key role in studies of high performing work systems.  
Researchers have examined the degree to which compensation is contingent on performance 
(Delaney & Huselid, 1996; MacDuffie, 1995), the proportion of employees eligible for some 
form of incentive pay (Becker et al., 1998), and whether the organization has some form of 
incentive pay for line workers (Ichniowski & Shaw, 1999; Ichniowski, Shaw, & Prennushi, 
1997). 
This literature includes an ongoing debate on the relative merit of financial incentives.  
Advocates have argued that they are among the most powerful tools available for influencing 
employee performance (Baker, Jensen, & Murphy, 1988; Locke et al., 1981).  Critics have 
argued that such extrinsic rewards can have a negative impact on intrinsic motivation (Deci, 
Koestner, & Ryan, 1999; Eisenberger & Cameron, 1996).  However, a meta-analysis of the 
research shows a significant relationship between the use of financial incentives and performance 
quantity (Jenkins et al., 1998), which largely supports the findings of earlier reviews (Jenkins, 
1986; Milkovich, Wigdor, Broderick, & Mavor, 1991).  Reviews of early research on expectancy 
theory also show support for a positive relationship between incentive pay and performance 
(Campbell & Pritchard, 1976). 
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It is possible to reward performance at various levels of analysis, ranging from individual 
incentives to organizational wide gain sharing or profit sharing plans.  While rewards at the 
organizational level encourage greater cooperation within an organization, individual level 
incentives often have the strongest relationship with improved performance (Milkovich et al., 
1991; Welbourne et al., 1995).  As a result, the emphasis in this study will be on the practice of 
contingent compensation based on individual behavior (task-contingent rewards) with the 
expectation that improvements in individual performance will result in an overall increase in the 
performance of sub-units and organizations.  In addition, emphasis will be placed on the role that 
managers play in facilitating contingent rewards for the part of the organization they are 
responsible for, as opposed to the characteristics of organizational reward systems per se.  I first 
identify a theoretical link between contingent compensation and performance with expectancy 
theory, then use the theory to generate several hypotheses.  
Motivational link:  Expectancy theory.  Expectancy theory suggests that individuals 
engage in an ongoing decision-making process where the decision to exert effort is motivated by 
perceptions and beliefs about the likely outcome of such efforts (Pinder, 1998).  Most current 
versions of expectancy theory are based on the work of Vroom (1964), though many of the ideas 
behind the theory were developed much earlier (e.g. Atkinson, 1958).  Vroom’s theory focuses 
on three beliefs: Valence, instrumentality, and expectancy.  It suggests that individuals will be 
motivated to perform to the extent that they believe their effort will lead to a desired performance 
(expectancy), that this performance will lead to desired outcomes (instrumentality), and that 
these outcomes will be of value to the individual (valence).  Researchers have conceptualized 
expectancy theory in a variety of ways (Klein, 1991) including research on the relationship 
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between expectancy and outcomes as well as the relationship between expectancy and 
attractiveness, (the product term of instrumentality and valence). 
A substantial amount of research examines variations of expectancy theory  (see 
Campbell et al., 1976; Wanous, Keon, & Latack, 1983).  Van Eerde and Thierry (1996) 
conducted a meta-analysis of seventy-seven empirical studies that were published between 1964 
and 1993 that showed general support for the hypothesized relationships.  A more recent review 
by Ambrose and Kulik (1999) examined research that has been conducted in the 1990s.  
Although they showed a dramatic reduction in the number of empirical studies found directly 
testing expectancy theory (only 10 studies in the 1990s), the authors attribute this to the maturity 
of the theory and indicated that expectancy theory remains a commonly used general framework. 
Contingent Compensation strives to link rewards to employee behaviors or outcomes that 
are good for the organization.  Expectancy theory is ideal for examining the motivational effects 
of this self-interest seeking process (Milkovich et al., 1991).  Contingent compensation makes 
the link between performance and outcome (instrumentality) very explicit, thus increasing 
motivation for the individual, provided they place a value on the rewards they will receive based 
on their performance.  With expectancy theory explaining why contingent compensation relates 
to performance, we can now predict how specific cultural values are likely to influence this 
relationship.  
Value:  Conservatism.  As described earlier, the cultural value of conservatism refers to 
the preservation of the status quo.  As part of this overall preference, there is an emphasis placed 
on avoiding or restraining behaviors that might be disruptive to the group or the traditional order.  
Through the lens of expectancy theory, individual incentives strengthen the belief that 
performance will result in a specific reward.  However, the value placed on that reward is likely 
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to vary based on the level of conservatism, since individuals from cultures with high levels of the 
conservative dimension may perceive the practice as leading to a negative outcome (i.e. 
disruption of the group).  Individual incentives are designed to highlight high performers in the 
organization, thereby creating distinctions between individuals within an organization.  Simply 
increasing individuals’ confidence that their performance will lead to a specific outcome will not 
result in increased motivation if the valence for that outcome is low.   
Hypothesis 8 – Conservatism will negatively moderate the relationship between 
contingent compensation and performance.  Specifically, contingent compensation will 
have less of an influence on performance in cultures that are higher in conservatism than 
in cultures that are lower in conservatism. 
Value:  Affective autonomy.  The value of affective autonomy focuses on the 
desirability of individuals seeking their own positive affective experience.  Cultures that have 
high levels of affective autonomy essentially legitimize an individual seeking after that which 
they personally find to be rewarding, in contrast to cultures that may emphasize a more collective 
approach to seeking positive experiences.  This independent self-interest seeking emphasis is in 
line with the basic premise of expectancy theory, with its explicit focus whether an individual 
chooses to exert effort based on its utility for receiving valued rewards.  Individuals from 
cultures that view affective autonomy as desirable are likely to respond very well to reward 
systems explicitly linking individual performance to desirable rewards. 
Hypothesis 9 – Affective autonomy will positively moderate the relationship between 
contingent compensation and performance.  Specifically, contingent compensation will 
have more of an influence on performance in cultures that are higher in affective 
autonomy than in cultures that are lower in affective autonomy. 
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Value:  Hierarchy.  Cultures high in hierarchy view the unequal distribution of power 
and rewards as legitimate.  Individuals in such cultures expect there to be differences in the types 
of power individuals have as well as the rewards they receive.  Practices that lead to an unequal 
distribution of rewards are in line with such a culture, particularly in comparison to cultures that 
do not have an expectation for such inequalities.  In hierarchal cultures, incentive plans linked to 
individual performance support the larger cultural preference, with individual motivation coming 
from the clear connection between their efforts and a given outcome.  In addition, they are likely 
to place a high value on the benefits of such performance, with little concern that they will be 
rewarded to a greater degree than others who are not as high of performers. 
Hypothesis 10 – Hierarchy will positively moderate the relationship between contingent 
compensation and performance.  Specifically, contingent compensation will have more of 
an influence on performance in cultures that are higher in hierarchy than in cultures that 
are lower in hierarchy. 
Value:  Egalitarianism.  Cultures high in egalitarianism emphasize the voluntary 
promotion of the welfare of others beyond the selfish interests of an individual.  While 
expressions of this value could potentially be very valuable to an organization, it is likely to 
reduce the influence that individual incentives have.  Incentive systems are largely based on the 
premise that the individuals will be motivated to exert effort in exchange for a desired reward.  
Such incentives can be very powerful, particularly when there is a clear link between the effort 
and the desired reward (which is the foundation of expectancy theory).  For cultures with a low 
level of egalitarianism, the link between individual’s self-interest and a reward can be very 
clearly made. However, cultures with a higher level of egalitarianism may find such incentive 
systems less compelling, given their broader interest in the welfare of others.  While they may 
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still seek after their own interests, the value placed on the incentives may not be as strong as for 
other cultures given their willingness to look beyond their own selfish interests for the welfare of 
others. 
Hypothesis 11 – Egalitarianism will negatively moderate the relationship between 
contingent compensation and performance.  Specifically, contingent compensation will 
have less of an influence on performance in cultures that are higher in egalitarianism than 
in cultures that are lower in egalitarianism. 
Value:  Mastery.  Mastery refers to a cultural preference for success, ambition, and 
achievement.   Incentive systems are likely to work very well in such cultures, as individuals are 
motivated to work hard to earn the success and recognition that comes from performing well.  In 
contrast, individuals from cultures low in mastery would have less of a drive to succeed within a 
formal incentive system.  Many reward systems are based on expectancy theory, with the link 
between performance, outcomes, and reward being very explicit.  To the degree that the cultural 
value of mastery increases the value of a specific reward (valence), it is likely to increase the 
overall motivation an individual has to perform. 
Hypothesis 12 – Mastery will positively moderate the relationship between contingent 
compensation and performance.  Specifically, contingent compensation will have more of 
an influence on performance in cultures that are higher in mastery than in cultures that 
are lower in mastery. 
Goal-setting 
Goal-setting has been one of the more extensively researched practices in the 
management area.  More than 400 studies have been conducted on goal-setting (Latham & 
Locke, 1991) with over 40,000 participants being involved in this research (Locke & Latham, 
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2002).  In addition to this empirical research, contributions have been made through the 
development of a goal-setting theory (Locke et al., 1990) as well as through basic principles of 
goal-setting being incorporated into other management practices (e.g. MBO). 
Even during the early stages of its development, research on goal-setting explicitly 
examined the relationship between goal-setting and performance (Locke et al., 1981).  Goal-
setting research has shown a positive linear relationship between goal difficulty and 
performance, provided adequate commitment to the goal exists and the limits of ability have not 
been reached.  The use of difficult goals that are also specific has been extensively shown to be 
more positively related to performance than a lack of goals or the use of goals that are either 
vague or encourage individuals to simply “do their best”.  A large number of studies have shown 
empirical support for the goal-setting-performance relationship, as detailed in both narrative 
reviews (Latham & Yukl, 1975; Locke et al., 1981) and meta-analyses (Donovan & Radosevich, 
1998; Latham et al., 1991; Mento et al., 1987; Tubbs, 1986).  The overall support for the 
relationship between challenging, specific goals and performance has been so consistent that 
some consider this to be one of the most robust findings in industrial/organizational psychology 
research (Donovan et al., 1998).   
Motivational link:  Goal setting theory.  Goal setting theory focuses on the ability of a 
goal to efficiently regulate performance on work tasks (Locke et al., 1990).  This is in contrast to 
needs and values theories, which deal with broad universal needs or the decision to pursue a 
course of action based on what individuals value. 
Goal-setting theory is characterized by two simple attributes: Difficulty and specificity. 
The theory postulates that there is a positive monotonic relationship between difficulty and 
performance so that higher goal difficulty leads to higher performance, provided there is 
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commitment to the goal and the limits of ability have not been exceeded (Lee, Locke, & Latham, 
1989).  Goals that are both difficult and specific are expected to lead to higher performance than 
the lack of goals or the use of goals that are difficult and vague (Locke, 2001).  However, goal 
specificity by itself is not predicted to positively influence performance, since a goal low on 
difficulty could still be very specific (Locke, Chah, Harrison, & Lustgarten, 1989).  Given that 
goal difficulty is a primary driver of the relationship between goal setting and performance, the 
theoretical explanations for the hypotheses developed below focus on goal difficulty. 
 Goal attributes influence performance through four mechanisms:  First, the pursuit of a 
goal helps to direct attention to relevant task performance and away from unrelated activities.  
Working toward a challenging goal is likely to require an increased intensity of effort to reach 
the desired performance level.  Striving for such a goal involves persistence.  Finally, goals may 
prompt people to develop new strategies for accomplishing the goal (Locke, 2001).   
Two other essential aspects of goal-setting theory are feedback and goal commitment.  
Feedback is needed for the individual to be able to measure progress, identify obstacles or 
challenges, and adjust strategies if needed.  Feedback provides information on progress that is 
being made towards the end goal.  Goal commitment is fundamental to goal-setting.  Individuals 
and groups must be committed to pursuing a goal for the process to be of value. 
Value:  Conservatism.  By definition, challenging goals involve changes, whether it is a 
substantial increase in effort or a complete rethinking of how to do the work.  Cultures with a 
high level of conservatism who seek to avoid disruptions are likely to resist goals that require 
significant changes to the status quo.  Changes in attention, effort, and persistence could each 
potentially be disruptive to the status quo, which runs contrary to the cultures that have a high 
level of conservatism.  This resistance will likely reduce commitment to difficult goals, 
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negatively affecting a critical element of goal theory.  As a result, individuals will be much less 
likely to expend the effort and persistence necessary to achieve a difficult goal. 
Hypothesis 13 – Conservatism will negatively moderate the relationship between goal-
setting and performance.  Specifically, goal-setting will have less of an influence on 
performance in cultures that are higher in conservatism than in cultures that are lower in 
conservatism. 
Value:  Mastery.  The pursuit of a goal is not a passive process.  Individuals pursue 
goals in an attempt to change performance, often through an adjustment of whatever standard of 
behavior or performance is currently occurring.  As goals become challenging, an increased 
intensity of effort and substantial persistence will be required to obtain the desired outcomes. 
Cultures vary on how highly they value individuals proactively seeking to improve 
themselves or their situation.  In some cultures, individuals and groups that aggressively pursue 
their objectives are valued, while similar behavior in other cultures may be viewed less 
positively, with an emphasis placed instead on sacrificing for the good of others or waiting for 
advances to be awarded from someone in a higher position of authority.  One of the mechanisms 
of goal setting is the development of new strategies to accomplish a goal.  The process of pro-
actively creating new strategies and ways of working towards a goal is highly related to the self-
assertive cultural value of mastery. 
Hypothesis 14 – Mastery will positively moderate the relationship between goal-setting 
and performance.  Specifically, goal-setting will have more of an influence on 
performance in cultures that are higher in mastery than in cultures that are lower in 
mastery. 
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Value:  Intellectual Autonomy.  As mentioned earlier during the previous hypothesis, 
goals setting is a proactive process that not only focuses attention, effort, and persistence, but can 
also result in the formulation of new task strategies.  The ability to explore new ways of 
accomplishing a goal is a vital element of goal setting.  Cultures vary in the degree to which they 
are comfortable with individuals pursuing their own intellectual ideas.  Intellectual autonomy is 
likely to affect the process of developing new strategies for accomplishing a goal. 
Hypothesis 15 – Intellectual autonomy will positively moderate the relationship between 
goal-setting and performance.  Specifically, goal-setting will have more of an influence 
on performance in cultures that are higher in intellectual autonomy than in cultures that 
are lower in intellectual autonomy. 
Now that the theoretical model has been developed and specific hypotheses generated, 
we can turn to a description of the methods used to test these hypotheses. 
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CHAPTER 3 
METHODS 
This chapter describes the methodological details of my study.  I first describe the overall 
study design and then identify the measures used in this study. 
Study Design 
To test the hypotheses identified in the previous chapter, I collected data from general 
managers and direct reports in a large US-based multinational corporation involved in the 
hospitality industry.  My unit of analysis was the individual hotel, providing a natural sub-unit 
within the larger organization that has clear managerial responsibilities and distinct performance 
measures.  I was granted access to most of the international (non-US) properties of the 
organization to conduct two web-based surveys.  I was also provided some additional indicators 
of performance collected independently by the hotels. 
Participants 
Two groups of managers were invited to participated in an online survey.  The first group 
of managers consisted of the general manager of the hotel and the second group consisted of two 
of the general manager’s direct reports.  To have consistency across the study, the two direct 
reports consisted of the director of financial services and the director of sales and marketing.   
A total of 244 general managers were e-mailed invitations to participate in the online 
survey,.  A total of 89 individuals responded to the survey, 83 of which completed it in its 
entirety for a response rate of 34%.  Respondents were asked to indicate which range of years 
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their age fell into, and responses varied from the 30-39 category to the 60-70 years old category.  
The category with the highest frequency was 40-49 (53%), with the 50-59 category having the 
second highest frequency (31%).  The majority of the general manager respondents were male 
(93%) and Caucasian (67%), though Asian/Pacific Islander (15%) and Hispanic/Latino (7%) 
were also represented, along with those who marked Other (11%).  Most had attended at least 
some college (86%), with several having received post-graduate degrees (11%). 
For the direct report group of managers, e-mail addresses for 355 direct reports were 
provided.  A total of 134 logged onto the survey, with 124 completing all of it.  The response rate 
for completed surveys was 35%.  Direct reports were also asked to identify their age by range, 
with responses ranging from under 30 to the 50-59 years old category.  The largest number of 
responses (53%) falling in the 30-39 range, with the second largest frequency being the 40-49 
age range (34%).  Similar to the general managers, direct reports that responded to the survey 
were primarily male (68%) and Caucasian (50%), though there was a somewhat higher 
proportion of other racial categories represented including Asian/Pacific Islander (33%) 
Hispanic/Latino (7%), Black/African American (1%), and several who marked Other (8%).  
Nearly all had attended some college (94%), with a strong majority either graduating with a four 
year degree (44%) or going on for a post-graduate degree (29%).   
Choice of Sample 
 
Several specific needs drove the choice to use a single MNC rather than collecting data 
from a larger set of organizations.  First, the use of a company-based measure of performance 
was fundamental to my project, and finding comparable performance measures from a wide 
variety of organizations would be challenging.  In addition, the ability to make value 
comparisons across cultures is facilitated by using a single organization since it makes it possible 
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to hold constant numerous organizational differences (e.g. organizational culture, policies, 
founder effects, etc) that might otherwise confound the relationship of interest.  This approach 
has been used in other cross-cultural studies, most notably the work of Hofstede (1980).   
The choice to use a single MNC also brings with it several limitations, including the 
possibility that the organization is not representative of the larger culture.  Any organization 
looked at in isolation is likely to differ somewhat from the aggregate construct of national 
culture, and it is possible that findings may reflect organizational specific differences rather than 
the larger cultural influences that are of interest.  In addition, research has identified a number of 
issues related to MNCs (e.g. Chang & Taylor, 1999; Erramilli, Agarwal, & Kim, 1997; Fey & 
Bjorkman, 2001; Harvey, Novicevic, & Speier, 2000), including the need to balance local 
adaptability with pressures for internal consistency (Rosenzweig & Nohria, 1994).  Overall, 
however, I felt the logistical benefits of using a single larger MNC organization outweighed the 
potential limitations associated with this approach.  
Survey Development 
Following the development of specific theoretical hypotheses, I began identifying 
measures (described in the section that follows) needed to conduct hypothesis testing.  Two 
separate but related surveys were developed:  One for the general managers and one for the 
direct reports of each general manager.  Both surveys focused on the leadership behavior of the 
general manager, though there were also additional questions about individual and organizational 
values and demographics. 
Once I had identified the content of the survey, I chose a survey package (Perseus Survey 
Solutions) that seemed appropriate for the needs of my survey, particularly its ability to have 
multiple page surveys.  At the time of the survey development, survey development software was 
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limited, with most providing a way to generate a simple one page form.  The length of my survey 
was substantial, making it unfeasible and undesirable to have the entire survey on a single page.   
Feedback from some early potential research sites as well as extensive help from the 
Kenan-Flagler Business School web development department helped to identify some of the 
limitations of the survey in its initial format, and substantial changes were made to improve the 
experience of the participant.  Specifically, a header panel was frozen on each page so that the 
instructions were always visible to the respondent and so the response scale clearly lined up with 
the responses, even when the page required that he or she scroll down to complete all of the 
items on a page.  In addition, the connection between the survey and the database was improved 
so that the data was written to the database each time a page was submitted, rather than waiting 
for the entire survey to be completed before writing the data.  Finally, the survey was made more 
robust, so that it did not lose data or result in errors if respondents hit the back button while 
completing the survey.  This was done both to prevent the survey from crashing as well as to 
provide the ability for the individual to pause and complete the survey later if needed.  Access to 
each survey was restricted and required an ID code I created that was unique to each individual.  
In addition, the survey automatically locked itself and marked the responses complete once the 
end of the survey was reached for added security. 
The surveys were hosted on a webserver at the Kenan-Flagler Business School, with the 
results being written to a secure database located on a separate server.  Access to this database 
was limited to myself and the individuals in web development that I was working directly with.  
In addition, the only identifying information associated with the data was a unique numerical ID 
code that I created.  I retained sole access to the document linking the numerical code to the 
identifying information, which was kept separate from both the survey and the database. 
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Each participant was promised complete confidentiality as well as being informed that 
the researchers would have the ability to match up responses by property as part of the study.  
Instructions clearly stated that only aggregate data would be shared with the company and that 
the survey was not a personal evaluation or assessment of leadership skills.  The survey also 
explicitly indicated that participation in the survey was completely voluntary. 
The decision to use an online survey rather than a paper survey was based on a number of 
factors.  Prior to the identification of the specific research location, I was aware that there were 
several specific needs for conducting this study.  First, one of the requirements of the study was 
the involvement of upper level managers in a large MNC with responsibilities over a discrete 
portion of the organization.  It seemed likely that such managers would both have a basic level of 
technological savvy and, based on my early discussion with organizational leaders, would have 
an expectation that surveys would come in an electronic form. 
When I finally identified the research location for this study, each of these expectations 
turned out to be correct.  The leaders and direct reports I surveyed had the necessary technical 
skills and the organization routinely utilized online surveys and forms that employees were used 
to completing.  In addition, this survey was designed to collect data across substantial 
geographical distances, and having the survey online reduced the time lags involved with 
administering such a survey by paper and facilitated the ability to send reminders for the survey.  
I also knew that I needed the ability to link responses from direct reports to general managers 
safely and securely, and that such a process could be substantial with the number of responses I 
initially expected.  The use of an online survey helped to facilitate this process. 
In addition, there was a potential need for the survey to be available in a variety of 
languages, depending on the needs of the research site.  If needed, online surveys can allow 
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individuals to choose from multiple languages through the use of language specific links on the 
main page of the survey, something that can only be accomplished in print by sending multiple 
copies of the survey to each respondent.  This technique was employed for one of the earlier data 
collection sites that required the survey be available in Spanish, though this site eventually 
backed out of the project.  In the end, the issue of multiple languages did not become a factor for 
the final data collection site, but it was part of the decision making process when online surveys 
were initially being considered. 
There is an ongoing concern about the impact that online surveys may have on 
measurement equivalence relative to paper based surveys, although several studies have found 
little difference between the two mediums (Donovan, Drasgow, & Probst, 2000; King & Miles, 
1995; Stanton, 1998).  Major challenges facing the use of an online survey with open access such 
as repeat survey submissions and an unknown sample do not apply in this case, since the 
research was conducted within a single organization with access restricted to a known group of 
individuals.  Other potential challenges remain, including a lack of technology or technological 
know-how, increased start-up costs in time and money for getting the survey online, the potential 
for technical problems during the survey administration, limited control over the look and feel of 
the survey, and the possibility of resistance to the medium by the potential respondents 
(Thompson, Surface, Martin, & Sanders, 2003).   Benefits of using an online survey have also 
been noted, including reduced costs of administering surveys (once it is set up), reduced 
opportunities for error associated with manual data entry, and an increased speed of collecting 
and preparing data for analysis (Thompson et al., 2003). 
The decision to use online surveys in my situation was based on the anticipated needs of 
the respondents, both in terms of organizational expectations and the logistical challenge of 
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conducting a survey of individuals located around the world.  While there are limitations 
involved in any methodological approach, many of the limitations of using online surveys 
identified in the literature did not apply to my situation, while the benefits of such an approach 
were substantial. 
Survey Administration 
 
Before administering the survey at my research site, several pretests were done to ensure 
the instrument was working properly.  More than 20 PhD students, undergraduates, and working 
managers tested the survey for flaws or problems, and minor changes were made.   
The initial communication about the survey was sent out by the Senior VP of HR, 
describing the purpose and expectations of the survey, as well as indicating a follow-up e-mail 
would be coming from the researchers containing information on accessing the survey.  I then 
sent out messages to the general managers using the mail merge feature to customize each e-mail 
with the ID code needed by each individual to access the survey.  I also e-mailed each direct 
report, whose message not only included their access code but also mentioned the name of their 
general manager to help clarify whose behavior they were being asked to rate.  I also included 
information on what to do if they were no longer working for that general manager, and listed 
my e-mail address and phone number so that they could contact me directly with any technical or 
logistical problems or concerns. 
Immediately upon completing the mail merge, it became apparent there were some 
problems with the list of e-mail addresses that I had been supplied.  While the initial message 
sent out using the company’s internal distribution lists, the research design required that I e-mail 
each person using an external list to maintain the confidentiality of the access codes.  
Unfortunately, Microsoft Outlook did not allow them to export these e-mail lists for my mail 
50 
merge, so the lists had been manually typed for my use, resulting in numerous problems with 
typos and invalid addresses.  This problem was amplified by the company’s use of several 
different e-mail address domains, since many of the errors turned out to be the use of the wrong 
domain name following the @ sign. 
Working together with my company contact, I was able to identify and correct many of 
the invalid e-mail addresses.  In addition, the inclusion of my contact message led several of the 
potential respondents to e-mail me directly asking for the information to access the survey, 
making it possible to identify the correct e-mail address and re-send the appropriate message.  
This process of correcting e-mail addresses and re-sending messages went on for approximately 
3 weeks, at which point a second mass mail merge was conducted using a corrected set of e-mail 
addresses for those who had not yet responded to the survey.  This mail merge followed a similar 
pattern, with a lower number of problem e-mail addresses occurring.  A third and final mail 
merge also took place, again focusing on the subset of individuals that had yet to access the 
survey. 
As the survey data collection stage came to a close, I worked with my contacts at the 
company to identify a company based measure of performance, which is described in detail 
below. 
Measures 
The items used in this study came from a variety of sources and major constructs were 
primarily measured using established scales.  These measures have been grouped according to 
their role in the study (e.g. independent, dependent, or moderator variable) and each is described 
below, along with the relevant measurement properties.  A list of the actual survey items are 
included in Appendix A (General Manager survey) and Appendix B (Direct Report survey). 
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Independent Variables 
The following scales were used to measure the three management practices in my study: 
Transformational Leadership 
Research on transformational leadership has centered around the use of the Multifactor 
Leadership Questionnaire (MLQ 5x) to measure these behaviors and perceptions.  Several 
studies have reviewed and analyzed the findings of transformational leadership research (Bass et 
al., 1994; Fiol, Harris, & House, 1999; Fuller et al., 1996; Gasper, 1992; Lowe et al., 1996; 
Yammarino et al., 1993).  These reviews and meta-analyses have generally found support for the 
relationship among the overall concept of transformational leadership and several measures of 
performance (Howell et al., 1993).  While several studies have examined the validity of these 
scales (Antonakis, Avolio, & Sivasubramaniam, 2003; Avolio et al., 1999; Bycio, Hackett, & 
Allen, 1995; Tejeda, Scandura, & Pillai, 2001), it remains the dominant scale currently used to 
measure this construct, and was the measure I used in this study.  The scale consists of three 
scales that measure the following sub dimensions:  Charismatic leadership, individualized 
consideration, & intellectual stimulation. 
Contingent Compensation 
The construct of contingent compensation was measured by a two item subscale taken 
from a six item scale developed by Gomez-Mejia (1992).  This overall scale focuses on three 
aspects of compensation: Base pay, benefits, and pay incentives, with the last aspect being the 
only part that clearly measured the construct I am interested in.  A sample item from this scale is:  
“Pay incentives are designed to provide a significant amount of an employee's total earnings in 
this organization”. 
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It is worth clarifying that despite the similarity in names between contingent 
compensation and the contingent rewards scale that is included in the MLQ5x, the latter does not 
directly mention compensation.  Instead, it refers to a broader set of performance based rewards, 
including providing assistance, expressions of satisfaction, and a reference to being explicit 
about expected outcomes of performance(Bass & Avolio, 2000). 
Goal Setting 
Despite the enormous amount of goal setting research that has been conducted, the vast 
majority of it has been done in lab settings where aspects of goal setting can be directly 
manipulated.  For this study, a survey measure was needed to look at ways in which a leader 
encouraged or facilitated the goal setting process.  To measure this, I used a goal setting 
questionnaire developed by Lee, Bobko, Earley & Locke (1991).  The scale of interest consisted 
of four items and referred to whether the organization facilitated goal achievement (e.g. “The 
goals we have on our job are challenging but reasonable (neither too hard nor too easy)”). 
Dependent Variables 
Company based measure of performance 
The key dependent variable for this study is a company-based measure of performance.  I 
was granted access to an annual employee survey conducted by the company that asked 
employees at each hotel property about a variety of relevant outcomes, including several items 
relating to the quality of performance for each property.  While financial indicators or other non-
self report measures of performance would have been ideal for this study, the measures provided 
were directly linked to the evaluation of each hotel’s performance and had real implications for 
the organizational leadership.  I selected the three most appropriate items that I was able to 
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identify from the data provided, each of which referred to the ideal of performance quality (e.g. 
“Rate your property on the quality of service this property provides to guests.”). 
Additional outcome measures 
In addition to the measures provided by the organization, measures of several relevant 
outcome variables were included on the surveys I conducted given that I was unsure of the 
quality of performance measures that would be provided by the research site.  These are briefly 
mentioned here. 
The MLQ5x includes three outcome measures, in addition to its measures of 
transformational and transactional leadership.  These include extra effort (e.g. “Increases my 
willingness to try harder”), effectiveness (e.g. “Is effective in meeting my job-related needs”), 
and satisfaction (e.g. “Works with me in a satisfactory way”). 
 Affective commitment was measured using the eight item Allen & Meyer (1990) measure 
(e.g. “This organization has a great deal of personal meaning for me”).  Intrinsic Job Motivation 
was measured by the six item Warr, Cook, and Wall (1979) scale (e.g. “I take pride in doing my 
job as well as I can”).  Job satisfaction was measured with a three item Edwards and Rothbard 
(1999) scale (e.g. “In general, I am satisfied with my job”).  Turnover intent was measured with 
the three items Cropanzano, James, Konovsky (1993) scale (e.g “I intend to leave this 
organization within the next year”). And perceived organizational support was measured by a 
nine item (Eisenberger, Cummings, Armeli, & Lynch, 1997) scale (e.g. “The organization really 
cares about my well-being.”). 
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Moderating Variables 
Schwartz Value Survey (SVS) 
The key moderator in my framework is national culture, and I used the framework 
developed by Shalom Shwartz in developing my hypotheses.  To be consistent with this 
framework, I used the Schwartz Values Survey (SVS) to directly measure the values of the direct 
reports.  This consists of 57 items that individuals are asked to rate regarding how important each 
is as guiding principle.  Each value consists of a small statement, followed by some additional 
prompts in parentheses (e.g.  “A varied life (filled with challenge, novelty and change)”).   
Demographic Characteristics 
A number of demographic variables were collected to capture relevant variables 
important for use in proving context and controls.  These single item variables are routinely used 
in survey research and are not attributed to any specific source.  The specific wording of each 
item is available at the end of each survey included in the Appendix. 
 Now that the details of the study have been discussed, including a description of the 
sample and measures used, we can turn to the analysis of the data.  
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CHAPTER 4 
DATA ANALYSIS AND RESULTS 
This chapter examines the analysis of the data, including preparing data for analysis, 
conducting tests of the hypotheses, and additional tests conducted post hoc. 
Data Preparation 
Prior to conducting tests of my hypotheses, the data needed to be formatted correctly for 
the data analysis.  As described previously, the core source of data for my study consisted of two 
online surveys.  One survey was for general managers to complete, while two direct reports of 
each general manager completed the other survey.  The survey recorded responses to a series of 
Access databases, with a separate database for each page of the survey.  I then combined these 
databases into a single database and imported into them into SPSS using a common ID variable 
to link responses for each property.  I also added the company-based measure of performance to 
the database, with responses linked to the appropriate property.  Finally, I added the published 
country scores from the Schwartz Values Survey to the database.  The data was then screened for 
problematic responses, missing data, outliers, and various departures from univariate normality.  
The most notable trend from the data screen was a general tendency for the management 
practices to be substantially skewed.  However, since the moderated multiple regression analyses 
assumed a normal distribution of the residual rather than univariate normality, and since 
transformations designed to address non-normal distributions can be problematic, no 
transformations were attempted.   
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Aggregating Data 
An important question relevant to each of my data sources was whether or not 
aggregation was justified (Bliese, 2000).  For my survey data, the question was whether the two 
direct report responses could be aggregated.  For the company sponsored performance measure, 
the question was whether all of the responses from each property could be aggregated. 
Aggregation of direct report responses 
The theoretical model being examined is inherently a cross-level analysis and, as a result, 
issues relating to aggregating data are fundamental to this study.  The majority of my data was 
collected using a survey, with items that primarily asked individuals to use the GM of the 
property as the reference point for the question.  This is a use of referent-shift items, where 
individuals are asked to act as informants (reporting their opinions of other individuals or 
groups) rather as respondents (focusing on their own actions and behaviors).  Referent-shift 
items are vital to multi-level analysis, and overcome some of the limitations of an additive (using 
the sum or mean of scores) or direct consensus (which takes the amount of agreement into 
account) approach (Hofmann, Griffin, & Gavin, 2000). 
 For all management practice items on the direct report questionnaire, individuals were 
asked to report on the leadership behaviors of the general manager.  To see whether the 
responses of the direct reports could be aggregated to form a more reliable measure, I first ran a 
reliability analysis on the scales formed by each group of direct report responses to ensure they 
met the minimum cutoff of .70.  I then calculated the ICC1 and ICC2 for the following 
management practice scales.  The results are shown in Table 4.1 
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Table 4.1    ICC1 and ICC2 for management practices (DR) 
Management Practice ICC1 ICC2 
Charismatic Leadership 0.15 0.21 
Individualized Consideration 0.08 0.12 
Organizational facilitation of goal achievement 0.15 0.21 
Contingent Compensation 0.15 0.21 
 
ICC1 indicates the amount of individual variance that can be attributed to the group 
membership, which in this case refers to the hotel property.  For three of the four practices, 15% 
of the variance is attributed to group level variable, with the remaining variable having 8%.  All 
of these values fall within the .05 to .20 range of ICC1 values Bliese indicated were typically 
seen (2000).  The ICC2 value refers to the reliability of the group mean.  The values for the four 
practices being examined were quite low, in part due to the small size of the groups used to 
calculate the reliability (two direct report scores per property).  The low ICC2 score needs to be 
interpreted with some caution, however, given the low number of respondents for this 
calculation.  Since ICC2 is related to the Spearman-Brown prophecy formula, with the current 
values essentially being calculated as a two item test, a larger number of responses would have 
resulted in a higher reliability for these measures.  
Despite the low reliability of the combined group mean, aggregating these ratings is 
preferable to relying on a single rating of the practice, particularly since the choice between 
which rating to use would be completely arbitrary.  Consequently, I aggregated the direct report 
ratings to create a single response for each scale per property. 
Aggregation of the company sponsored performance measure 
 The more substantive aggregation question was whether a large number of responses 
from each property could be aggregated into organizational level measures of performance.  To 
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determine whether aggregation was appropriate, I again used ICC1 and ICC2.  The results are 
shown in Table 4.2. 
 
Table 4.2    ICC1 and ICC2 for company based measure of performance 
Dependent Variable ICC1 ICC2 
Performance 0.13 0.98 
 
 For the company-based measure of performance, the ICC1 score indicates 13% of the 
individual variance can be attributed to the group membership (hotel property).  The ICC2 
indicates there is high reliability for the group mean, which is not unexpected given the average 
group size for this dataset was over 250.  The ICC2 provided strong support for aggregating the 
dependent variable. 
Measurement Invariance 
 Given the cross-cultural sample for this study, the question of equivalence across 
countries is very salient.  Equivalence is generally examined by conducting a confirmatory factor 
analyses and examining the comparability of a number of parameters between countries (Cheung 
& Rensvold, 2000; Vandenberg & Lance, 2000).  However, my sample is challenging given its 
small size as well as there being only a handful of countries with a substantial proportion of 
responses.  As a result, I was not able to examine measurement invariance using this approach. 
Descriptive Statistics and Correlations for Scales 
The descriptive statistics for variables used to test hypotheses are included in table 4.3, 
including means, standard deviations, correlations, and scale reliabilities.  All of the scales 
coming from the survey data except one (Intellectual Autonomy=.673) had reliabilities that met 
the minimum level of .7 suggested by Nunally (1978).  There are a number of significant 
correlations within the blocks of related scales for both the management practices and the 
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cultural values.  Many of these correlations are so high that they indicate substantial problems 
with discriminate validity, particularly for the dimensions of transformational leadership 
measures and several of the cultural values.  The relationships between groups of scales are 
largely non-existent except for the goal setting and contingent compensation measures.  This lack 
of a relationship also holds true for the performance measure, which was only significantly  
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Table 4.3    Descriptive statistics and correlations 
 Means Sd 1 2 3 4 5 6 7 8 9 10 11 12 13 
1  Performance 3.29 0.30 0.937             
2  Individual 
Consideration 3.66 0.84 0.01 0.862            
3  Intellectual 
Stimulation 3.84 0.74 0.035 .729** 0.859           
4  Charismatic 
Leadership 3.96 0.71 0.123 .840** .756** 0.933          
5  Goal Setting 5.38 0.90 0.162 .365** .367** .423** 0.779         
6  Contingent 
Compensation 3.98 1.66 .263** 0.154 .218* 0.165 .220* 0.703        
7  Affective Autonomy 5.35 0.85 0.176 -0.016 0.015 0.04 .298** .174* 0.737       
8  Egalitarianism 5.82 0.73 0.076 -0.036 0.036 0.087 .357** .225* .520** 0.809      
9  Embeddedness 5.34 0.77 0.064 0.018 0.12 0.142 .373** .199* .589** .791** 0.887     
10 Harmony 5.06 1.10 .202* -0.107 -0.084 -0.024 .282** 0.062 .525** .712** .726** 0.872    
11 Hierarchy 4.41 1.03 0.036 0.038 0.094 0.141 .248** 0.142 .443** .360** .596** .387** 0.713   
12 Intellectual 
Autonomy 5.54 0.86 0.132 0.024 0.009 0.057 .342** .185* .635** .635** .624** .596** .381** 0.673  
13 Mastery 5.53 0.74 0.103 -0.008 0.087 0.114 .381** .214* .683** .756** .809** .595** .562** .679** 0.85 
* Correlation is significant at the 0.01 level 2-tailed.         
** Correlation is significant at the 0.05 level 2-tailed.         
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related to the practice of contingent compensation and harmony, making it unlikely (though not 
impossible) to find support for hypotheses relating to the interaction of a management practice 
and culture to performance. 
These measurement limitations indicate some serious problems with aspects of the data.  
However, to follow through with the initial design of this study, I conducted tests of each 
hypothesis using these variables.  I then turn to a number of post-hoc analyses using alternate 
measures of the variables in an attempt to overcome some of these issues. 
Hypothesis Testing 
 The relationship of interest for each hypothesis is whether a measure of culture moderates 
the relationship between a management practice and performance.  While I had originally 
planned to use a mix of Structural Equation Modeling and Hierarchal Linear Modeling to test 
these hypotheses, the sample size and number of hotels per country were insufficient to run 
either of these analyses.  Instead, moderated multiple regression was used. 
 Although my hypothesized relationships each consisted of three variables, looking at 
these variables in isolation risks significant omitted variable issues.  To overcome this problem 
and to identify the unique contribution each variable makes, I ran four equations for each 
hypothesis.   
The first equation consisted of the DV being regressed on all of the management practice 
variables (five variables), all of the cultural value variables (seven variables), and the product 
term from each combination of the two (thirty-five product terms). 
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Equation 1 
 
Z = b0 + [b1X1 + b2X2 + b3X3 + b4X4 + b5X5] + [b6Y1 + b7Y2 + b8Y3 + b9Y4 + b10Y5 + 
b11Y6 + b12Y7] + [b13X1Y1 + b14X1Y2 + b15X1Y3 + b16X1Y4 + b17X1Y5 + b18X1Y6 + 
b19X1Y7 + b20X2Y1 + b21X2Y2 + b22X2Y3 + b23X2Y4 + b24X2Y5 + b25X2Y6 + b26X2Y7 + 
b27X3Y1 + b28X3Y2 + b29X3Y3 + b30X3Y4 + b31X3Y5 + b32X3Y6 + b33X3Y7 + b34X4Y1 + 
b35X4Y2 + b36X4Y3 + b37X4Y4 + b38X4Y5 + b39X4Y6 + b40X4Y7 + b41X5Y1 + b42X5Y2 + 
b43X5Y3 + b44X5Y4 + b45X5Y5 + b46X5Y6 + b47X5Y7] + e 
 
Where Z is the company-based measure of performance, X1 to X5 are the management 
practice variables, Y1 to Y7 are the cultural values variables.  In each case, the variables were 
entered as a group in three stages, as described in the text.  Brackets are included in the equation 
solely to identify the three blocks of variables. 
The second equation isolated the contribution of the specific management practice by 
first entering the seven culture variables, then the single management practice, followed by the 
relevant product terms (seven total). 
 
Equation 2 
 
Z = b0 + [b1Y1 + b2Y2 + b3Y3 + b4Y4 + b5Y5 + b6Y6 + b7Y7] + [b8X1] + [b9Y1X1 + 
b10Y2X1 + b11Y2X1 + b12Y3X1 + b13Y4X1 + b14Y5X1 + b15Y6X1 + b16Y7X1] + e 
 
The third equation isolated the contribution of the cultural value by including the single 
relevant cultural variable after entering all five leadership values, followed again by the relevant 
product terms (five total). 
 
Equation 3 
 
Z = b0 + [b1X1 + b2X2 + b3X3 + b4X4 + b5X5] + [b6Y1] + [b7X1Y1 + b8X2Y1 + b9X2Y1 + 
b10X3Y1 + b11X4Y1 + b14X5Y1] + e 
 
63 
The final equation was for the actual hypothesis test, and involved the three variables 
specified in the hypotheses, in addition to the product term. 
 
Equation 4 
 
Z = b0 + [b1X1] + [b2Y1] + [b3X1Y1] + e 
 
These equations were used for each of the 15 hypotheses identified in Chapter 2.  The results of 
the hypotheses testing are summarized in Table 4.4.  Note that each hypothesis related solely to 
the interaction term in the far right column, which I have highlighted in bold.  None of the 
hypothesized relationships were statistically significant.  Likely reasons for the lack of results is 
discussed in the next chapter. 
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Table 4.4    Management practices (DR) and a company measure of performance  
  
Equation 
# 
R2 Change  
(Practices) 
R2 Change 2 
(Values) 
R2 Change 3 
(Interaction) 
Full Model (All Variables) 
 All Leadership * All Culture 1 .117* .089 .259 
Charismatic Leadership 
 All Culture * Charismatic Leadership  2 .025t .085 .061 
 All Leadership * Conservatism 3 .117* .004 .023 
H1 Charismatic Leadership * Conservatism 4 .019 .002 .001 
 All Leadership * Intellectual Autonomy 3 .117* .001 .016 
H2 Charismatic Leadership * Intellectual Autonomy 4 .019 .015 .010 
 All Leadership * Egalitarianism 3 .117* .005 .030 
H3 Charismatic Leadership * Egalitarianism 4 .019 .004 .000 
 All Leadership * Egalitarianism 3 .117* .001 .024 
H4 Charismatic Leadership * Egalitarianism 4 .019 .007 .010 
 All Leadership * Harmony 3 .117* .011 .043 
H5 Charismatic Leadership * Harmony 4 .019 .039 .003 
Individual Consideration 
 All Culture * Indiv. Consideration  2 .003 .085 .075 
 All Leadership * Intellectual Autonomy 3 .117* .001 .016 
H6 Indiv. Consideration * Intellectual Autonomy 4 .001 .018 .003 
 All Leadership * Hierarchy 3 .117* .006 .020 
H7 Indiv. Consideration * Hierarchy 4 .001 .001 .002 
Contingent Compensation 
 All Culture * Cont. Comp 2 .068** .085 .046 
 All Leadership * Conservatism 3 .117* .004 .023 
H8 Cont. Comp * Conservatism 4 .065** .000 .003 
 All Leadership * Affect. Autonomy 3 .117* .007 .025 
H9 Cont. Comp * Affect. Autonomy 4 .065** .019 .003 
 All Leadership * Hierarchy 3 .117* .006 .020 
H10 Cont. Comp * Hierarchy 4 .065** .000 .008 
 All Leadership * Egalitarianism 3 .117* .005 .030 
H11 Cont. Comp * Egalitarianism 4 .065** .000 .008 
 All Leadership * Mastery 3 .117* .001 .024 
H12 Cont. Comp * Mastery 4 .065** .003 .005 
Goal Setting 
 All Culture * Goal Setting 2 .009 .078 .066 
 All Leadership * Conservatism 3 .117* .004 .023 
H13 Goals * Conservatism 4 .026 t .000 .001 
 All Leadership * Mastery 3 .117* .001 .024 
H14 Goals * Mastery 4 .026 t .002 .000 
 All Leadership * Intellectual Autonomy 3 .117* .001 .016 
H15 Goals * Intellectual Autonomy 4 .026 t .004 .003 
***  p<.001 
**  p<.01 
*  p<.05 
t  p<.1 
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Post Hoc Tests 
In addition to testing hypotheses based on direct report ratings of management practices, 
published Schwartz mean scales, and a company based measure of performance, I ran a number 
of post hoc analyses to examine some alternate approaches to testing my hypotheses.   
Alternative DV 
Because the company-based measure of performance was not correlated with the 
majority of the other variables, one explanation for the lack of significant relationships is that the 
link between the practice and performance is missing.  In addition to the performance measure 
that has been examined, I collected a number of additional outcome measures on the survey.  
Analyses were run using direct report ratings of each dependent variable along with the direct 
report rating of the general manager’s behaviors. As one would expect given the use of a single 
source for both variables, there were strong correlations between the two.  However, the addition 
of the published Schwartz cultural variables only explained a significant amount of additional 
variance in a few relationships, and did not result in significant moderation for any of the 
hypothesized relationships.  The results of these analyses for a measure of satisfaction are shown 
in Table 4.5.   
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Table 4.5    Management practices (DR) and satisfaction (DR) 
  
Equation 
# 
R2 Change  
(Practices) 
R2 Change 2 
(Values) 
R2 Change 3 
(Interaction) 
Full Model (All Variables) 
 All Leadership * All Culture 1 0.742*** 0.062* 0.080 
Charismatic Leadership 
 All Culture * Charismatic Leadership  2 0.128 0.641*** 0.014 
 All Leadership * Conservatism 3 0.742*** 0.025* 0.022 
H1 Charismatic Leadership * Conservatism 4 0.720*** 0.024* 0.000 
 All Leadership * Intellectual Autonomy 3 0.742*** 0.014t 0.028 
H2 Charismatic Leadership * Intellectual Autonomy 4 0.720*** 0.014 t 0.000 
 All Leadership * Egalitarianism 3 0.742*** 0.004 0.017 
H3 Charismatic Leadership * Egalitarianism 4 0.720*** 0.007 0.003 
 All Leadership * Egalitarianism 3 0.742*** 0.001 0.015 
H4 Charismatic Leadership * Egalitarianism 4 0.720*** 0.000 0.000 
 All Leadership * Harmony 3 0.742*** 0.016* 0.024 
H5 Charismatic Leadership * Harmony 4 0.720*** 0.015* 0.001 
Individual Consideration 
 All Culture  *  Indiv. Consideration 2 0.128 0.513*** 0.058* 
 All Leadership * Intellectual Autonomy 3 0.742*** 0.014 t 0.028 
H6 Indiv. Consideration * Intellectual Autonomy 4 0.555*** 0.049** 0.014 
 All Leadership * Hierarchy 3 0.742*** 0.000  0.019 
H7 Indiv. Consideration * Hierarchy 4 0.555*** 0.017 t 0.004 
Contingent Compensation 
 All Culture * Cont. Comp 2 0.118 0.006 0.064 
 All Leadership * Conservatism 3 0.742*** 0.025* 0.022 
H8 Cont. Comp * Conservatism 4 0.019 0.077* 0.000 
 All Leadership * Affect. Autonomy 3 0.742*** 0.006 0.019 
H9 Cont. Comp * Affect. Autonomy 4 0.019 0.041 t 0.001 
 All Leadership * Hierarchy 3 0.742*** 0.000 0.019 
H10 Cont. Comp * Hierarchy 4 0.019 0.001 0.023 
 All Leadership * Egalitarianism 3 0.742*** 0.004 0.017 
H11 Cont. Comp * Egalitarianism 4 0.019 0.022 0.021 
 All Leadership * Mastery 3 0.742*** 0.001 0.015 
H12 Cont. Comp * Mastery 4 0.019 0.001 0.028 
Goal Setting 
 All Culture * Goal Setting 2 0.130 0.215*** 0.029 
 All Leadership * Conservatism 3 0.742*** 0.025* 0.022 
H13 Goals * Conservatism 4 0.236*** 0.053* 0.005 
 All Leadership * Mastery 3 0.742*** 0.001 0.015 
H14 Goals * Mastery 4 0.236*** 0.004 0.005 
 All Leadership * Intellectual Autonomy 3 0.742*** 0.014 t 0.028 
H15 Goals * Intellectual Autonomy 4 0.236*** 0.045* 0.004 
***  p<.001 
**  p<.01 
*  p<.05 
t  p<.1 
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Similar analyses were done using several common dependent variables from the 
management field, including affective commitment, intrinsic job motivation, job satisfaction, and 
turnover intent, with little difference in the lack of significant moderation.  
Alternative measures of management practices 
A second explanation for the lack of results could be that the management practices were 
not adequately captured by the direct report ratings.  In addition to collecting ratings of the 
general manager’s behaviors from the direct reports, I also asked the general managers to report 
on their own behaviors.  Use of such self-reports brings with it significant limitations, given the 
likelihood that such ratings are vulnerable to a self-serving bias and, as a result, this data was not 
used for the primary hypotheses testing.  It was of interest, however, as a form of secondary 
analysis.  To explore this data, I regressed the company-based measure of performance similar to 
before, replacing the direct report ratings with the general managers self report.  The results of 
this analyses are shown in Table 4.6. 
Alternative measures of national culture 
In previous analyses, direct measures of the Schwartz Values Survey were used as 
indicators of national culture.  The data was then examined based on these values, independent 
of location.  An alternative approach that has often been used in the cross-cultural literature is to 
use countries as the basis for comparison.  My sample has too few respondents per country to 
have much confidence in using the measures I collected as indicators of the individual countries, 
but it is possible to draw on published data.  To examine this alternative measure, I assigned the 
country level means from the published SVS data to each direct report within that country.  
Published scores existed for most but not all of the countries I had data from, and the resulting 
sample size for the direct report data was 117.  I then ran the analysis for all of the data to see  
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Table 4.6    Management practices (GM) and company measure of performance 
  
Equation 
# 
R2 Change  
(Practices) 
R2 Change 2 
(Values) 
R2 Change 3 
(Interaction) 
Full Model (All Variables) 
 All Leadership * All Culture 1 0.300* 0.150 0.246 
Charismatic Leadership 
 All Culture * Charismatic Leadership  2 0.358** 0.002 0.120 t 
 All Leadership * Conservatism 3 0.253 0.014 0.097 
H1 Charismatic Leadership * Conservatism 4 0.029 0.011 0.008 
 All Leadership * Intellectual Autonomy 3 0.253 0.003 0.127 
H2 Charismatic Leadership * Intellectual Autonomy 4 0.029 0.059 t 0.014 
 All Leadership * Egalitarianism 3 0.253 0.008 0.087 
H3 Charismatic Leadership * Egalitarianism 4 0.029 0.009 0.015 
 All Leadership * Egalitarianism 3 0.253 0.003 0.072 
H4 Charismatic Leadership * Egalitarianism 4 0.029 0.030 0.002 
 All Leadership * Harmony 3 0.253 0.001 0.110 
H5 Charismatic Leadership * Harmony 4 0.029 0.010 0.001 
Individual Consideration 
 All Culture  *  Indiv. Consideration 2 0.358** 0.003 0.155* 
 All Leadership * Intellectual Autonomy 3 0.253 0.003 0.127 
H6 Indiv. Consideration * Intellectual Autonomy 4 0.014 0.059 t 0.007 
 All Leadership * Hierarchy 3 0.253 0.003 0.056 
H7 Indiv. Consideration * Hierarchy 4 0.014 0.027 0.025 
Goal Setting 
 All Culture * Goal Setting 2 0.112 0.024 0.144 
 All Leadership * Conservatism 3 0.253 0.014 0.097 
H13 Goals * Conservatism 4 0.036 0.015 0.014 
 All Leadership * Mastery 3 0.253 0.003 0.072 
H14 Goals * Mastery 4 0.036 0.019 0.011 
 All Leadership * Intellectual Autonomy 3 0.253 0.003 0.127 
H15 Goals * Intellectual Autonomy 4 0.036 0.006 0.019 
***  p<.001 
**  p<.01 
*  p<.05 
t  p<.1 
 
whether the use of established measures of national culture would have an impact on the results.  
The results of this analysis is show in Table 4.7.  The results did not differ substantially from 
previous analyses. 
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Table 4.7    Management practices (DR), published SVS, & company performance  
  
Equation 
# 
R2 Change  
(Practices) 
R2 Change 2 
(Values) 
R2 Change 3 
(Interaction) 
Full Model (All Variables) 
 All Leadership * All Culture 1 0.101 0.184 0.284 
Charismatic Leadership 
 All Culture * Charismatic Leadership  2 0.170 0.007 0.057 
 All Leadership * Conservatism 3 0.101 0.005 0.183* 
H1 Charismatic Leadership * Conservatism 4 0.014 0.000 0.008 
 All Leadership * Intellectual Autonomy 3 0.101 0.001 0.113 
H2 Charismatic Leadership * Intellectual Autonomy 4 0.014 0.001 0.001 
 All Leadership * Egalitarianism 3 0.101 0.000 0.159t 
H3 Charismatic Leadership * Egalitarianism 4 0.014 0.008 0.002 
 All Leadership * Egalitarianism 3 0.101 0.003 0.142 
H4 Charismatic Leadership * Egalitarianism 4 0.014 0.016 0.001 
 All Leadership * Harmony 3 0.101 0.044 0.089 t 
H5 Charismatic Leadership * Harmony 4 0.014 0.012 0.001 
Individual Consideration 
 All Culture * Indiv. Consideration  2 0.170 0.002 0.023 
 All Leadership * Intellectual Autonomy 3 0.101 0.001 0.113 
H6 Indiv. Consideration * Intellectual Autonomy 4 0.000 0.003 0.013 
 All Leadership * Hierarchy 3 0.101 0.001 0.070 
H7 Indiv. Consideration * Hierarchy 4 0.000 0.016 0.000 
Contingent Compensation 
 All Culture * Cont. Comp 2 0.166 0.086* 0.147 t 
 All Leadership * Conservatism 3 0.101 0.005 0.183* 
H8 Cont. Comp * Conservatism 4 0.069* 0.000 0.046 t 
 All Leadership * Affect. Autonomy 3 0.101 0.000 0.179* 
H9 Cont. Comp * Affect. Autonomy 4 0.069* 0.003 0.016 
 All Leadership * Hierarchy 3 0.101 0.001 0.070 
H10 Cont. Comp * Hierarchy 4 0.069* 0.011 0.005 
 All Leadership * Egalitarianism 3 0.101 0.000 0.159 t 
H11 Cont. Comp * Egalitarianism 4 0.069* 0.006 0.005 
 All Leadership * Mastery 3 0.101 0.003 0.142 
H12 Cont. Comp * Mastery 4 0.069* 0.016 0.001 
Goal Setting 
 All Culture * Goal Setting 2 0.177 0.002 0.067 
 All Leadership * Conservatism 3 0.101 0.005 0.183* 
H13 Goals * Conservatism 4 0.003 0.003 0.061 t 
 All Leadership * Mastery 3 0.101 0.003 0.142 
H14 Goals * Mastery 4 0.003 0.002 0.028 
 All Leadership * Intellectual Autonomy 3 0.101 0.001 0.113 
H15 Goals * Intellectual Autonomy 4 0.003 0.000 0.051 t 
***  p<.001 
**  p<.01 
*  p<.05 
t  p<.1 
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Summary of Results 
 The primary analyses conducted for this study involved a rating by direct reports of the 
general manager’s behaviors, a company based measure of performance, and a measure of 
culture based on the direct reports response to the Schwartz Values Survey.  Relationships were 
examined by running four regression analyses for each hypotheses, to identify and isolate the 
unique contribution each variable made to explaining variance. 
 Although the practice – performance relationship was significant for a number of 
variables, no support was identified for the hypothesized relationships of culture moderating the 
relationship between either charismatic leadership and performance or individual consideration 
and performance.  There was significant evidence for the moderating effect of Conservatism on 
the relationship between goal setting and performance as well as on the relationship between 
contingent compensation and performance, though they were each significant at a level of p <.1. 
 Several post hoc analyses were conducted to examine alternate approaches to the 
hypothesized relationships.  First, the direct report rating of the GM’s behaviors was replaced 
with a self-report by the GM, with little difference in the resulting relationship.  Second, the 
company-based measure of performance was replaced with a survey based measure of 
satisfaction.  The result was a dramatic increase in significant relationships between the practice 
and performance, as well as an increased number of significant relationships resulting from the 
addition of culture into the regression, but the interaction term remained unsupported.  A third 
analysis was run using drawing on the published Schwartz Values Survey for the measure of 
culture.  Significant results were identified for Conservatism moderating the relationship 
between goal setting and performance as well as on the contingent compensation and 
performance, though each are significant at a level of p <.1.  
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CHAPTER 5 
DISCUSSION AND IMPLICATIONS 
Globalization and its associated changes to the nature of work and the workforce have 
resulted in an increased focus on issues related to cross-cultural management.  Of particular 
interest is the influence that national cultural can have, with culture being conceptualized and 
measured in terms of values that can be aggregated and compared across national boundaries.   
Much of the comparative management research and theory done so far has focused on the 
direct effect cultural values have on management practices, without explicitly looking at the 
relationships these practices have with performance.  This is in contrast with much of the 
performance-oriented management literature that explicitly examines the influence management 
practices have on performance, but routinely omits culture as a variable of interest.   
This study was designed to bridge the two literatures by examining the way that culture 
moderates the relationship between management practices and performance.  After first 
developing several hypotheses based on theory, I collected data from a number of general 
managers and direct reports from twenty-one countries in addition to using a company-based 
measure of performance.  A key to my hypotheses was the establishment of a link between the 
management practices and performance.  Unfortunately, this link did not clearly exist using the 
company-based measure of performance and there was little evidence of such a relationship 
being moderated by national culture for my hypotheses.   
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The challenge of finding a relationship between the management practice and 
performance was one that was recognized well before data collection began, and I included a 
number of additional performance variables on my survey as a back-up to what the company 
provided.  While using these measures resulted in a clear management practice-performance link, 
moderation by cultural values remained elusive. 
Discussion of Research Findings 
Given the analyses described in this document, how does one interpret the results?  There 
are several possible explanations.  First, the lack of evidence for identifying a cultural moderator 
could be the result of methodological shortcomings, particularly those related to the distributions 
of responses (e.g response distributions that suffer from skewness and restricted range).  Second, 
the sample may not be an adequate representation of the culture, due either to limited sample size 
or the specific sample that was examined.  Finally, the results may be interpreted as a lack of 
support for the theoretical model being tested, suggesting the model is flawed or incorrect.  I will 
examine each of these possible explanations in turn. 
Measurement explanation 
The methods used to conduct any study are important, since abnormalities and problems 
with measures or the distributions of responses can have major implications on the data analysis 
and interpretation.  This is particularly true of cross-cultural research, where issues relating to 
response bias, measurement equivalence, and comparability are very salient (Cavusgil & Das, 
1997; Cheung et al., 2000; Riordan & Vandenberg, 1994; Van de Vijver & Leung, 2000).  While 
substantial effort was put into the theoretical development of this project as well as the measures 
and sample used to examine this theory, there are a number of troublesome indicators in the data.   
73 
First, as mentioned in the last chapter, there are a number of issues with the discriminate 
validity of the scales being used.  Several scales were highly correlated, raising question about 
whether they were getting at different constructs.  A related issue in both the direct report and 
GM data was that many ratings of the GM behavior suffered from a restricted range of 
responses.  At the item level, skewness was a chronic problem, with the majority of measures 
being negatively skewed.  Given the social desirability associated with many leadership 
measures, this is not particularly surprising for the measures of charismatic leadership and 
individual consideration.  One might expect this to be different for items measuring goal setting 
and contingent compensation, but the similarity that was seen could reflect either a general 
tendency to give positive ratings or an overall satisfaction with the work that translates into 
generally favorable responses.   
An additional measurement problem was the low ICC2 for the management practices.  As 
previously noted, the low group reliabilities are in part due to the limited number of direct 
reports used to calculate the ICC2.  Using an aggregated measure based on the two direct reports 
is superior to trying to arbitrarily selecting one or the other, but having low reliabilities for the 
group means is likely to limit our ability to find significant results.  
Although responses were collected from 21 countries, the overall sample size of this 
study is very limiting.  This had implications both in terms of the type of analytic techniques 
available, preventing some of the measurement equivalence work that can be vital for this type of 
study.  Collectively, these measurement limitations are substantial, and may help explain the lack 
of results that were identified. 
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Choice of sample explanation  
 The decision to use General Managers and their direct reports was very deliberate, given 
the need to identify leadership behaviors and other management practices where the actions of a 
specific leader could be rated.  It was also important that such a leader have a clear responsibility 
over a distinct part of the organization where their influence could be exerted and where a 
measure of performance could be identified.  For these purposes, hotel general managers 
provided an ideal sample.   
The choice to go with General Managers also brought with it some limitations.  Such 
individuals are unlikely to be very representative of the local culture, given the educational and 
professional training associated with such a position.  GMs within an MNC exist in an 
environment with substantial pressures from the larger organizational culture, in addition to 
being more likely to have spent substantial time in countries outside of the country they were 
born in.  For example, GMs who completed the survey indicated they had lived in an average of 
four countries for six months or more, with direct reports on average having lived in two 
countries. 
Theoretical model explanation 
 A final explanation for the lack of moderation could be that the theoretical model being 
examined was flawed or incorrect.  Specifically, it could be that national culture either does not 
matter in a statistically significant manner or that culture has an influence in some way other than 
as a moderator.  The argument that culture does not matter seems highly unlikely, given the 
growing literature examining the impact that national culture can have (see Bond et al., 1996; 
Cooper et al., 1998; Earley et al., 1998; Inkpen et al., 1994; Kagitcibasi et al., 2000; Kirkman et 
al., In Press; Oyserman et al., 2002; Wright et al., 1994).   
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As for the second argument, that culture has an influence but does so in a different way 
than through moderation, the current study cannot clearly say either way.  In the theory 
development at the start of this paper, I contrasted two specific ways that culture could have an 
influence.  The first was by having a direct effect on the management practice.  The second was 
by moderating the relationship between the practice and performance.  While this study did not 
produce substantial support for moderation, it also provided little support in terms of the 
relationship between the practice and culture using the company-based measure of performance.  
Additional research is needed to determine which of these approaches to culture provides the 
most insight. 
 In summary, while the lack of results could be explained by a methodological problem, a 
sample specific result, or an incorrect theory, the data that was collected suggests measurement 
and sample issues are likely causes for the lack of results.  In the end, the theory may or may not 
have empirical support, but this data is insufficient for evaluating the merits of the theory. 
Theoretical and Research Implications 
 While the empirical side of this study remains unclear, several theoretical contributions 
are made.  This study was sparked by a perceived gap in two literatures, as has been described 
previously.  The performance-oriented cross-cultural framework was developed to address this 
gap, and provide a more systematic way to think through the influence of national culture.  This 
framework has the potential to provide a more precise understanding of the impact of national 
culture as it moves beyond simply identifying practices that do or do not seem appropriate for a 
specific culture.  This approach explicitly recognizes that there are additional forces at work 
within an organization, and that external factors may drive the use of some management 
practices (e.g. pressures for uniformity within a MNC) that otherwise might be seen as sub-
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optimal.  Developing a more detailed understanding of the impact culture is likely to have on the 
practice-performance relationship can provide insight into the balance between uniformity within 
the MNC and the ability to adapt to local circumstances.  This potentially includes the ability to 
identify practices where the cost of uniformity clearly outweighs its benefits. 
 An additional implication of this study was the impact that specific populations may have 
on research.  A population that may look ideal for operationalizing certain aspects of a study may 
simultaneously hinder the ability to identify other critical dynamics.  For example, it seems 
possible that upper level management may be more of a challenge to identify the impacts of 
national culture than other groups due to the educational, professional, and international 
experiences they have.  The reverse of this argument has been made by Schwartz (1994), who 
argued that teachers would be ideal samples for measuring cultural values since they are directly 
involved in the process of cultural transmission.  This is particularly true for management in 
multinational organizations, who work within a setting that is likely to have additional pressures 
for conformity based on organizational rather than national differences. 
Practical Implications 
For practicing managers, a major implication of this research is the need to develop a 
more fine-grained view of the impact of culture.  Managers have long been cautioned against 
using cultural dimensions as personality tests, a dynamic referred to by Hofstede as the 
ecological fallacy (2001).  This is re-enforced by the theoretical framework developed here, with 
the emphasis on societal and organizational level constructs rather than on individual level 
dynamics.  Furthermore, this study is an additional caution against viewing cultural dynamics as 
universal, since they, like other constructs, may or may not mean the same thing when the 
concept is viewed at different levels of analysis. 
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Future Research 
 One need for future research is a more extensive test of the framework developed here.  
The current data is inadequate for evaluating the empirical worth of the theoretical framework, 
due in part to small sample sizes, restricted range in many of the measures, and a lack of 
differences between properties. 
In addition, a second question of interest would be to look at related questions of cultural 
influence, including examining culture from a fit perspective.  Such a relationship fell outside of 
the scope of this study, but remains an interesting approach for understanding culture. 
Conclusion 
Globalization, and its related organizational impact, is creating a need for insight and 
understanding that management scholars can help to address.  While research on organizational 
and managerial dynamics is bountiful, little research examines the impact of national culture, 
particularly for research that examines performance as a dependent variable.  Conversely, while 
a significant amount of research has been conducted on cross-cultural dynamics, the majority of 
this research does not explicitly examine performance.  A need remains for research that is both 
cross-cultural and performance oriented. 
In this study, I describe the performance oriented cross-cultural framework designed to 
address this need by examining the way a specific dimension of national culture moderates the 
relationship between a management practice and performance.  To demonstrate the potential of 
this framework, I chose three management practices (transformational leadership, contingent 
compensation, and goal-setting), and motivational theories (need for achievement, expectancy 
theory, and goal-setting theory) to help explain why one would expect a relationship between a 
specific practice and performance.  I then used the cultural level values developed by Schwartz 
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(1994) to generate a number of hypotheses based on how I expected cultural values to influence 
the theoretical mechanism linking the practice to performance.  These hypotheses were then 
examined using a sample of General Managers and their direct reports from a large multinational 
corporation in the hospitality industry.  Unfortunately, little support for the hypotheses was 
found, although this may be due to problems associated with methodological and sample issues. 
 The performance oriented cross-cultural framework has implications for both scholars 
and practitioners.  For scholars, it identifies an area of research that can potentially increase our 
understanding of the impact that national culture can have on the relationship between a practice 
and performance.  For practitioners, this framework can help go beyond simply identifying 
practices that one would expect to be in line with or contrary to the values of a culture.  Instead, 
it makes it possible to examine more precisely what the impact on performance may be when the 
most desirable practices for the situation cannot be used (e.g. due to legal concerns or a desire for 
internal consistency).  By taking a more fine-grained approach, organizational members can 
better weigh the possible advantages or costs of using one management practice relative to 
another, providing insight into what the optimal practice may be for a given set of circumstances. 
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APPENDIX A: GENERAL MANAGER SURVEY 
 
This appendix contains a print version of the online General Manager survey.  Some 
inconsistencies (such as shading or spacing) appear in this print version that did not exist in the 
online version used to collect data. 
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Confidentiality Agreement 
This research examines various leadership practices, as well as several constructs that either 
influence or are influenced by leadership. The survey consists of several lists of questions 
distributed over several pages to facilitate the ease of completing the survey.  
Your responses to this survey will be completely confidential, which means that your 
company will only receive responses to the survey in aggregate form. This project is designed 
to measure leadership at your company, and is not a personal evaluation or assessment of 
your leadership skills. Your participation in this study is purely voluntary, and refusing to 
participate in this study or stopping after beginning the study will not adversely influence your 
job or your relationship with UNC.  
Potential benefits from this study include the instant feedback provided at the end of this study 
as well as the summary of results to be provided after the project is completed. You may also 
benefit indirectly through influencing the way leadership is developed and used at your 
company.  
Because the project examines leadership from the perspective of both leaders and their direct 
reports, UNC researchers need to be able to match up the responses of each group. Your 
UserID will be used to facilitate comparing these responses. Note that while the use of the 
UserID means that individual responses will not be anonymous to researchers at UNC, they 
will remain completely confidential, with no one other than the UNC researchers seeing 
individual results. As mentioned previously, your company will only receive responses to this 
survey in aggregate form.  
If you have any questions about this study, you may contact either of the UNC researchers:  
Jim Dean 
Associate Dean 
James_Dean@unc.edu 
919.962.1187  
Todd Weber 
Doctoral Candidate 
Todd_Weber@unc.edu 
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919.308.2762 
Entering your UserID number and beginning the survey indicates your consent to participate in 
the study. Thank you for your participation.  
Enter your UserID:   
Re-enter your UserID: 
Begin Survey Redo
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Directions 
 
For most pages in this survey, instructions specific to that page as well as response choices 
are displayed at the top of the page. While there are seven pages total, most consist of a list of 
questions that should not take long to answer. Pre-testing of this survey indicate it should take 
approximately twenty minutes to complete. Simply respond to the questions on each page and 
then click the "Continue Survey" button to go to the next page.  
The purpose of this survey is to find out what practices are currently being used within your 
company, in contrast to describing what practices should be occurring. As a result, various 
practices are described, including some that may not be the ideal for leaders at your 
organization.  
Finally, throughout the survey the word "others" refers to your direct reports. The term "my 
organization" refers to the property/properties that you are responsible for (in contrast the 
organization as a whole).  
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I get others to look at problems from many different angles 
     
I discuss in specific terms who is responsible for achieving performance targets 
     
I emphasize the importance of having a collective sense of mission 
     
I express confidence that goals will be achieved 
     
I help others to develop their strengths 
     
I re-examine critical assumptions to question whether they are appropriate 
     
I spend time teaching and coaching 
     
I talk enthusiastically about what needs to be accomplished 
     
I consider the moral and ethical consequences of decisions 
     
I make clear what one can expect to receive when performance goals are 
achieved      
I talk optimistically about the future 
     
I instill pride in others for being associated with me 
     
I specify the importance of having a strong sense of purpose 
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I express satisfaction when others meet expectations 
     
I display a sense of power and confidence 
     
I provide others with assistance in exchange for their efforts 
     
I consider an individual as having different needs, abilities, and aspirations 
from others in my organization      
I go beyond self-interest for the good of those I am responsible for 
     
I suggest new ways of looking at how to complete assignments 
     
I talk about my most important values and beliefs 
     
I act in ways that build others' respect for me 
     
I seek differing perspectives when solving problems 
     
I treat others as individuals rather than just as a member of my organization 
     
I articulate a compelling vision of the future 
     
 
 
Some items on this page ©Copyright 2000, 2002, 2004 by Mind Garden, Inc. All Rights Reserved. 
 
85 
 
 
    
I heighten others’ desire to succeed 
     
I fail to interfere until problems become serious 
     
I wait for things to go wrong before taking action 
     
I direct my attention toward failures to meet standards 
     
I use methods of leadership that are satisfying 
     
I have a satisfactory leadership style 
     
I am absent when needed 
     
I avoid getting involved when important issues arise 
     
I show that I am a firm believer in not changing something unless it stops 
working      
I demonstrate that problems must become chronic before I take action 
     
I am effective in meeting organizational requirements 
     
I concentrate my full attention on dealing with mistakes, complaints, and 
failures      
I get others to do more than they expected to do 
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I increase others’ willingness to try harder 
     
I am effective in meeting others’ job-related needs 
     
I focus attention on irregularities, mistakes, exceptions, and deviations from 
standards      
I am effective in representing others to higher authority 
     
I delay responding to urgent questions 
     
I lead a group that is effective 
     
I work with others in a satisfactory way 
     
I avoid making decisions 
     
I keep track of all mistakes 
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Determining the way my work is done 
       
Being looked up to by others 
       
Obtaining status 
       
Being sure I will always have a job 
       
Contributing to humanity 
       
Doing something different every day 
       
Getting to know your fellow workers quite well 
       
A clear chain of command 
       
Being certain my job will last 
       
Gaining respect 
       
Being of service to society 
       
Doing a variety of things 
       
Distinct reporting relationships 
       
Doing many different things on the job 
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Making the world a better place 
       
Forming relationships with coworkers 
       
Making my own decisions 
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Doing my work in my own way 
3leadstyle_body
       
Being certain of keeping my job 
       
Definite lines of authority 
       
Developing close ties with coworkers 
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Rate at which customers' needs change 
       
Rate of change in the marketplace 
       
Rate of technological change 
       
Need to provide an integrative solution 
       
Need for cross-functional coordination 
       
Need to work in cross-functional teams 
       
Need to exercise influence without the help of explicit 
authority        
Need to retain skilled people 
       
Need to bring in people with new skills 
       
Need to develop existing workers 
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In general, my direct reports are satisfied with their job 
       
My direct reports try to think of ways of doing their job effectively 
      
My direct report's job is very enjoyable 
      
My direct reports feel a sense of personal satisfaction when they do 
their job well       
My direct reports really feel as if this organization's problems are 
their own       
This organization has a great deal of personal meaning for my direct 
reports       
My direct reports would be very happy to spend the rest of their 
career with this organization       
My direct reports take pride in doing their job as well as they can 
      
Most of my direct reports intend to leave this organization within 
the next year       
My direct reports do not feel a strong sense of belonging to this 
organization       
My direct reports do not feel like a part of the family at this 
organization       
My direct reports like to look back on the day's work with a sense of 
a job well done       
My direct reports think that they could easily become as attached to 
another organization as they are to this one       
All in all, the job my direct reports have is great 
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Most of my direct reports intend to remain with this organization 
indefinitely       
My direct reports do not feel emotionally attached to this 
organization       
Most of my direct reports would leave their job if a position were 
available in another organization       
My direct reports enjoy discussing this organization with people 
outside it       
My direct report's opinion of themselves goes down when they do 
this job badly       
My direct reports feel unhappy when their work is not up to their 
usual standards       
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This organization provides sufficient resources (e.g. time, money, 
equipment, coworkers) to make goal setting work       
I tell my direct reports my reasons for giving them the goals they 
have       
Members of the organization work together to attain goals 
      
I clearly explain to my direct reports what their goals are 
      
My direct reports understand how their performance is measured on 
this job       
Organizational policies here help rather than hurt goal attainment 
      
If my direct reports have more than one goal to accomplish, they 
know which ones are most important and which are least important       
I let my direct reports have some say in deciding how they will go 
about implementing their goals       
The goals my direct reports have on this job are challenging but 
reasonable (neither too hard nor too easy)       
During performance appraisal interviews, I schedule a follow-up 
meeting so that we can discuss progress in relation to the goals       
My direct reports understand exactly what they are supposed to do 
for their job       
I am supportive with respect to encouraging others to reach their 
goals       
My direct reports receive encouragement to attain their goals from 
those they work with       
I give regular feedback indicating how my direct reports are 
performing in relation to their goals       
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I let my direct reports participate in the setting of their goals 
      
My direct reports have specific, clear goals to aim for on their job 
      
Demographics 
What is your age?  
Under 30  
30-39  
40-49  
50-59  
60-70  
Over 70  
Race?  
White/Caucasian  
Black/African American  
Hispanic or Latino  
Asian/Pacific Islander  
Native American  
Other  
What is your gender?  
Male  
Female  
What is the highest level of education you have received?  
Post-graduate Degree  
Graduated Four-Year University  
Graduated Two-Year College  
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Attended Some College  
Graduated High School 
 
 
 
 
 
 
 
 
 
 
 
 
What is the total number of years you have spent in school?  
How many different countries have you lived in for more 
than 6 months?   
How many languages do you speak?   
What country were you born in?   
If you marked "other" for the question about race, what do 
you consider your race to be?   
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Select the top 5 leadership experiences from the list below that have been essential to your 
development as a leader.  
Communicating the organization's vision and strategy  
Recruiting, selecting, retaining a team of execs (directors or above)  
Developing the strategic plan that drove your area of the organization  
Leading an organization with a large number of people (several hundred)  
Achieving a major business objective without formal authority  
Managing different functions over time (in multiple jobs)  
Having P&L responsibility  
Being accountable to multiple stakeholders with competing interests  
Negotiating  major cross-boundary issues with executives across the company  
Building relationships through interaction with external customers  
Being responsible for resolving a great deal of conflict, disharmony  
Having multinational or global scope of responsibility  
Resolving problems critical to the success of the overall company  
Managing alliances and partnerships with external businesses  
Being accountable for achieving revenue goals  
Managing multiple functions simultaneously  
Representing the organization before the financial community or the press  
Managing direct reports who worked internationally.  
Managing rapid growth in the size or complexity of the organization  
Managing a large budget (over 100 million dollars)  
Turning around a struggling operation, division or organization  
Working and living outside of your home county for over a year  
Being accountable for cutting costs  
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Managing an organization with dramatic/repeated charter or structure changes  
Starting an operation, division or organization from scratch  
Negotiating/collaborating with CEO/President-level execs in your company  
Describe any key experiences you feel were not adequately captured in the list provided above:  
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Survey Completed! 
Thank you for participating in the Comparative Leadership Study. We appreciate the time and 
effort you put into responding to this survey.  
To provide you with some immediate feedback, we have compiled a running list of how many 
general managers select each leadership experiences as critical to leadership development.  
Communicating the organization's vision and strategy   
Recruiting, selecting, retaining a team of execs (directors or above)   
Developing the strategic plan that drove your area of the organization  
Leading an organization with a large number of people (several hundred)   
Achieving a major business objective without formal authority   
Managing different functions over time (in multiple jobs)  
Having P&L responsibility   
Being accountable to multiple stakeholders with competing interests   
Negotiating  major cross-boundary issues with executives across the company  
Building relationships through interaction with external customers   
Being responsible for resolving a great deal of conflict, disharmony   
Having multinational or global scope of responsibility   
Resolving problems critical to the success of the overall company   
Managing alliances and partnerships with external businesses   
Being accountable for achieving revenue goals   
Managing multiple functions simultaneously   
Representing the organization before the financial community or the press   
98 
Managing direct reports who worked in Asia, Europe and the U.S.  
Managing rapid growth in the size or complexity of the organization  
Managing a large budget (over 100 million dollars)  
Turning around a struggling operation, division or organization   
Working and living outside of your home county for over a year   
Being accountable for cutting costs   
Managing an organization with dramatic/repeated charter or structure changes   
Starting an operation, division or organization from scratch   
Negotiating/collaborating with CEO/President-level execs in your company  
  
Also, as described at the beginning of this survey, the aggregate results of this survey will be 
distributed in a report after all of the surveys have been collected and analyzed. The final 
ranking of leadership experiences will also be included in that report.  
Close Window  
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APPENDIX B: DIRECT REPORT SURVEY 
 
This appendix contains a print version of the online Direct Report survey.  Some inconsistencies 
(such as shading or spacing) appear in this print version that did not exist in the online version 
used to collect data. 
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Confidentiality Agreement 
This research examines various leadership practices, as well as several constructs that either 
influence or are influenced by leadership. The survey consists of several lists of questions 
distributed over several pages to facilitate the ease of completing the survey.  
Your responses to this survey will be completely confidential, which means that your 
company will only receive responses to the survey in aggregate form. This project is 
designed to measure leadership at your company, and is not a personal evaluation or 
assessment of your leadership skills. Your participation in this study is purely voluntary, 
and refusing to participate in this study or stopping after beginning the study will not 
adversely influence your job or your relationship with UNC.  
Potential benefits from this study include the instant feedback provided at the end of this 
study as well as the summary of results to be provided after the project is completed. You 
may also benefit indirectly through influencing the way leadership is developed and used at 
your company.  
Because the project examines leadership from the perspective of both leaders and their 
direct reports, there is a need for the UNC researchers to be able to match up the responses 
of pairs of individuals. The login UserID will be used to facilitate comparing the responses 
of these two groups. Note that while the use of the UserID means that individual responses 
will not be anonymous to researchers at UNC, they will remain completely confidential, 
with no one other than the UNC researchers seeing individual results. As mentioned 
previously, your company will only receive responses to this survey in aggregate form.  
If you have any questions about this study, you may contact either of the UNC researchers:  
Jim Dean 
Associate Dean 
James_Dean@unc.edu 
919.962.1187  
Todd Weber 
Doctoral Candidate 
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Todd_Weber@unc.edu 
919.308.2762 
Entering your UserID number and beginning the survey indicates your consent to participate 
in the study. Thank you for your participation.  
Enter your UserID:   
Re-enter your UserID: 
Begin Survey Redo
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Directions 
 
For most pages in this survey, instructions specific to that page as well as response choices 
are displayed at the top of the page. While there are seven pages total, most consist of a list of 
questions that should not take long to answer. Pre-testing of this survey indicate it should take 
approximately twenty minutes to complete. Simply respond to the questions on each page and 
then click the "Continue Survey" button to go to the next page.  
The purpose of this survey is to find out what practices are currently being used within your 
company, in contrast to describing what practices should be occurring. As a result, various 
practices are described, including some that may not be the ideal for leaders at your 
organization.  
Finally, throughout the survey, the word "leader" refers to the individual GM you are rating. 
The term "organization" refers to the property/properties that your GM is responsible for (in 
contrast the organization as a whole).  
 
 
 
103 
 
 
    
Gets me to look at problems from many different angles 
     
Discusses in specific terms who is responsible for achieving 
performance targets      
Emphasizes the importance of having a collective sense of mission
     
Expresses confidence that goals will be achieved 
     
Helps me to develop my strengths 
     
Re-examines critical assumptions to question whether they are 
appropriate      
Spends time teaching and coaching 
     
Talks enthusiastically about what needs to be accomplished 
     
Considers the moral and ethical consequences of decisions 
     
Makes clear what one can expect to receive when performance 
goals are achieved      
Talks optimistically about the future 
     
Instills pride in me for being associated with him/her 
     
Specifies the importance of having a strong sense of purpose 
     
Expresses satisfaction when I meet expectations 
     
Displays a sense of power and confidence 
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Provides me with assistance in exchange for my efforts 
     
Considers me as having different needs, abilities, and aspirations 
from others      
Goes beyond self-interest for the good of the group 
     
Suggests new ways of looking at how to complete assignments 
     
Talks about their most important values and beliefs 
     
Acts in ways that builds my respect 
     
Seeks differing perspectives when solving problems 
     
Treats me as an individual rather than just as a member of a group
     
Articulates a compelling vision of the future 
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Heightens my desire to succeed 
     
Fails to interfere until problems become serious 
     
Waits for things to go wrong before taking action 
     
Directs my attention toward failures to meet standards 
     
Uses methods of leadership that are satisfying 
     
Has a satisfactory leadership style 
     
Is absent when needed 
     
Avoids getting involved when important issues arise 
     
Shows that he/she is a firm believer in "If it ain't broke, don't fix 
it."      
Demonstrates that problems must become chronic before taking 
action      
Is effective in meeting organizational requirements 
     
Concentrates his/her full attention on dealing with mistakes, 
complaints, and failures      
Gets me to do more than I expected to do 
     
Increases my willingness to try harder 
     
Is effective in meeting my job-related needs 
106 
     
Focuses attention on irregularities, mistakes, exceptions, and 
deviations from standards      
Is effective in representing me to higher authority 
     
Delays responding to urgent questions 
     
Leads an organization that is effective 
     
Works with me in a satisfactory way 
     
Avoids making decisions 
     
Keeps track of all mistakes 
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Help is available from my organization when I have a problem. 
     
My organization would forgive an honest mistake on my part. 
     
The employee benefits package is very generous compared with what it 
could be.      
My organization is willing to help me if I need a special favor. 
     
The base salary is high relative to other forms of pay that an employee may 
receive in this organization.      
My organization really cares about my well-being. 
     
If given the opportunity, my organization would take advantage of me. 
     
Pay incentives such as a bonus or profit sharing are an important part of the 
compensation strategy in this organization.      
The benefits are an important part of the total pay package. 
     
My organization strongly considers my goals and values. 
     
My organization shows little concern for me. 
     
My organization cares about my opinions. 
     
Pay incentives are designed to provide a significant amount of an 
employee's total earnings in this organization.      
The base salary is an important part of the total compensation package. 
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Determining the way my work is done 
       
Being looked up to by others 
       
Obtaining status 
       
Being sure I will always have a job 
       
Contributing to humanity 
       
Doing something different every day 
       
Getting to know your fellow workers quite well 
       
A clear chain of command 
       
Being certain my job will last 
       
Gaining respect 
       
Being of service to society 
       
Doing a variety of things 
       
Distinct reporting relationships 
       
Doing many different things on the job 
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Making the world a better place 
       
Forming relationships with coworkers 
       
Making my own decisions 
       
Doing my work in my own way 
       
Being certain of keeping my job 
       
Definite lines of authority 
       
Developing close ties with coworkers 
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Equality (equal opportunity for all) 
       
Inner harmony (at peace with myself) 
       
Social power (control over others, dominance) 
       
Pleasure (gratification of desires) 
       
Freedom (freedom of action and thought) 
       
Spiritual life (emphasis on spiritual and not material matters)
       
Sense of belonging (feeling that others care about me) 
       
Social Order (stability of society) 
       
An exciting life (stimulating experiences) 
       
Meaning of life (a purpose in life) 
       
Politeness (Courtesy, good manners) 
       
Wealth (material possessions, money) 
       
National security (protection of my nation from enemies) 
       
Self-respect (belief in one's own worth) 
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Reciprocation of favors (avoidance of indebtedness) 
       
Creativity (uniqueness, imagination) 
       
A world at peace (free of war and conflict) 
       
Respect for tradition (preservation of time-honored customs)
       
Mature love (deep emotional and spiritual intimacy) 
       
Self-discipline (self-restraint, resistance to temptation) 
       
Privacy (the right to have a private sphere) 
       
Family security (safety for loved ones) 
       
Social recognition (respect, approval by others) 
       
Unity with nature (fitting into nature) 
       
A varied life (filled with challenge, novelty and change) 
       
Wisdom (a mature understanding of life) 
       
Authority (the right to lead or command) 
       
True friendship (close, supportive friends) 
       
A world of beauty (beauty of nature and the arts) 
       
Social justice (correcting injustice, care for the weak) 
       
Independent (self-reliant, self sufficient) 
       
Moderate (avoiding extremes of feeling & action) 
       
Loyal (faithful to my friends, group) 
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Ambitious (hard-working, aspiring) 
       
Broadminded (tolerant of different ideas and beliefs) 
       
Humble (modest, self-effacing) 
       
Daring (seeking adventure, risk) 
       
Protecting the environment (preserving nature) 
       
Influential (having an impact on people and events) 
       
Honoring of parents and elders (showing respect) 
       
Choosing own goals (selecting own purpose) 
       
Healthy (not being sick physically or mentally) 
       
Capable (competent, effective, efficient) 
       
Accepting my portion in life (submitting to life's 
circumstances)        
Honest (genuine, sincere) 
       
Preserve my public image (protecting my "face") 
       
Obedient (dutiful, meeting obligations) 
       
Intelligent (logical, thinking) 
       
Helpful (working for the welfare of others) 
       
Enjoying life (enjoying food, sex, leisure, etc.) 
       
Devout (holding to religious faith & belief) 
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Responsible (dependable, reliable) 
       
Curious (interested in everything, exploring) 
       
Forgiving (willing to pardon others) 
       
Successful (achieving goals) 
       
Clean (neat, tidy) 
       
Self-indulgent (doing pleasant things) 
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In general, I am satisfied with my job 
       
I try to think of ways of doing my job effectively 
      
My job is very enjoyable 
      
I feel a sense of personal satisfaction when I do this job well 
      
I really feel as if this organization's problems are my own 
      
This organization has a great deal of personal meaning for me 
      
I would be very happy to spend the rest of my career with this 
organization       
I take pride in doing my job as well as I can 
      
I intend to leave this organization within the next year 
      
I do not feel a strong sense of belonging to my organization 
      
I do not feel like a "part of the family" at my organization 
      
I would leave my job if a position were available in another 
organization       
I like to look back on the day's work with a sense of a job well done
      
I think that I could easily become as attached to another 
organization as I am to this one       
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All in all, the job I have is great 
      
I intend to remain with this organization indefinitely 
      
I do not feel emotionally attached to this organization 
      
I enjoy discussing my organization with people outside it 
      
My opinion of myself goes down when I do this job badly 
      
I feel unhappy when my work is not up to my usual standards 
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This organization provides sufficient resources (e.g. time, money, 
equipment, coworkers) to make goal setting work       
Our leader tells us the reasons for giving us the goals we have 
      
Members of the organization work together to attain goals 
      
Our leader clearly explains to us what our goals are 
      
We understand how our performance is measured on this job 
      
Organizational policies here help rather than hurt goal attainment 
      
If we have more than one goal to accomplish, we know which ones 
are most important and which are least important       
Our leader lets us have some say in deciding how we will go about 
implementing our goals       
The goals we have on our job are challenging but reasonable 
(neither too hard nor too easy)       
During performance appraisal interviews, a follow-up meeting is 
scheduled so that we can discuss progress in relation to the goals       
Most people understand exactly what they are supposed to do on 
their job       
Our leader encourages us to reach our goals 
      
The other people we work with encourage us to attain our goals 
      
We get regular feedback indicating how we are performing in 
relation to our goals 
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Our leader lets us participate in the setting of our goals 
      
We have specific, clear goals to aim for on our job 
      
Demographics 
What is your age?  
Under 30  
30-39  
40-49  
50-59  
60-70  
Over 70  
What is your Race?  
White/Caucasian  
Black/African American  
Hispanic or Latino  
Asian/Pacific Islander  
Native American  
Other  
What is your gender?  
Male  
Female  
What is the highest level of education you have received?  
Post-graduate Degree  
Graduated Four-Year University  
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Graduated Two-Year College  
Attended Some College  
Graduated High School 
 
 
End Survey
 
 
What is the total number of years you have spent in school?  
How many different countries have you lived in for more 
than six months?   
How many languages do you speak?   
What country were you born in?   
If you marked "other" for the question about race, what do 
you consider your race to be?   
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